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INTRODUCTION 


In writing this Report we assume a certain level of existing knowledge 
of the philosophy, history , concepts and problems of co-operatives, 
whether worker or consumer based. Cur task has been to evaluate, not +o 
rewrite the subject so we have stuck to a constructively critical 
c r ag m a t i c app r o a ch . 


We have deliberately avoided the quicksands of poli.tical bias, views 
on social welfare issues and appeals to sentiment: - by sticking 
closely to the role that might be expected of ns? the professional 
detached objective assessment of effectiveness and efficiency, 
validation and evaluation. 


V a 1 1 d a t i o n i n v e rm s o f : ~ 

If that is what was set out to be achieved 
- h ow we 1 1 has it b een done ? 


E v a 1 ua t i on i n t e mi s o i ; -- 

S ho u 1 d the a ims ha ve bee n di 1 ' f e i n t , in the f i rst p 1 ace ? 


Given the avowedly experimental nature of the Program we have avoided 
attributing biarno from the advantage of hindsight; instead the stress 
is on drawing out: positive ideas to contribute to progress on the subject 
To do so, we have not hesitated to exorcise judgement or make points 
strongly. At least a clear cut view on an often tangled subject gives 
s omc base 1 i n o f r cm wh i c h o t h o r s c a n w o r k . 


It should be stressed that the whole assessment v;as carried out in a 
matter of weeks by four persons under severe restraints of financial 
and other data. The key concepts such as viability criteria are not imposed 
on the study but arose during its conduct. They are not theoretical ideas 
as they can be seen applied to all eighteen co-operatives Individual 
Reports * 
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The report is longer than might otherwise be the case due to the requirement 
in the Brief to look at the Program and to report on it in a number of 
specified ways, e . g. validation and evaluation, accounting for what has 
happened and discussion of ideas for the fucure. A very detailed and 
thorough brief has meant a lengthy and detailed Report, with a certain 
amount of inevitable repetition. 


The whole Report consist of evaluation ('the setting of an exact measure 
of value upon something”) There is an inherent element of conclusion and 
consequently explicit or implicit recommendations in virtually all 
sections of the Report. Key passages are The Policy Framework; 
Definitions and Assumptions; Conclusions on Funded Co-operatives and 
The Cost Benefit Analysis. It cannot be stressed too strongly that full 
understanding of the Report must be based on a thorough reading of the 
Individual Reports on the Funded Co-operatives. Particular attention 
should be paid to the structure of those Reports in terms of 


1- History 


2. Development 


3. Impact of the Program (Validation) 

4. Economic Viability Criteria - financial 

human aspects 

5. Progress Compared to Co-operative Aims 


6. Cost Benefit Data (Cost Benefit Analysis 
and Evaluation) 


7. Conclusions and Recommendations 
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THE STUDY TEAM 


This comprised four people 

B. Innes-Will, M.A. , Eeon. Sc.; Aberdeen 

Manager, Vic, Cruickshank Management Resources 

Economist; training consultant; experienced in 
regional development, new business assistance, general 
consultancy, training and management development. 


Peter Clark, Dip. Bus. Studies (Accounting) 

Senior consultant 

Former line manager of productivity improvement 
and accounting skills. 


Two sub-contract consultants 
Alan Stone and Kepp^l Henty-Wilson 


Both experienced line general managers (one from 
the printing trade) and both qualified accountants. 


THE SUBJECT OF THE STUDY 


The Program, of itself, consists of (or has consisted of) the following 


Ministry support 1. Program Co-ordinator 

2. A variable count of support staff, with a 
base of one or two at many times 
(Support staff, monitoring the co-operatives 
were re-allocated to the EIP Scheme due to 
competing priorities) . 


3. General clerical, secretarial and accountancy 
services . 

4. Funding Committee. 


5. Funding payments. 


6. Conferences, seminars, courses. 

7. Informal education by circulation of material 
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THE SUBJECT OF THE STUDY Continued., 


Support Services , For the latter part of the duration of the 

Program only - there has been 


1. A Business Advisor based on the Co-operative 
Federation of Victoria. 

2. Two staff in the Education and Training Unit 
under general guidance of the Victorian Guidance 
Centre. 


N.B . These three strands of support operate from 

three localities (albeit close to the centre of 
Melbourne) . 


The Funded Co-operatives 


Attached is a table showing the information on the 
funded co-operatives provided to the consultants 
at the start of this exercise. 


Formerly Funded Organisations No Longer in the Program 


A list of these is also attached. 


We saw the Funding Committee in operation and saw the processing of 
a submission by 'Fast Forward 1 , amongst others. Notes are appended 
to the Individual Co-operative Reports to record discussion with this 
group. 


An open forum meeting was held for member co-operatives. In all, 
10 co-operatives were represented. 


All 18 Funded co-operatives were visited at least once and over 
sixty persons interviewed at length. 
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LIST OF FUNDED CO-OPERATIVES 


This page lists the co-operatives funded by CDP and included 
in the terms of reference of the Evaluation. 


Co-Operative 

Community (C) 

Location 

Business- 

Backyard Press 

W 

Prahran 

Printing 

Ballarat Employment 
Co-operative 

C 

Ballarat 

Horticultural and 
Agricultural Servic 

Bendigo Trading 

Co-operative 

c 

Bendigo 

Vegetables, fresh 
fruit and health 

food . 

Brunswick Italo 

Australian 

Co-operative 

w 

Brunswick 

Osteria 

Correct Line 

Graphics 

w 

Fitzroy 

Typesetting and 
Graphics Services 

Frankston Motor Cycle 

Park Co-operative 

c 

Frankston 

Motor Cycle Park 

Gay Publications 
Co-operative 

w 

Fitzroy 

Magazine 

Geelong Community 
Contracting Co-operative 

c 

Geelong 

Contracting Work 

Goldfields Community 

Radio Co-operative 

c 

Castlemaine 

Public Radio 

Station 

Hodja Educational 

Resources Co-operative 

c 

Richmond 

Multilingual and 

Multicultural 

Publishing 

Maryborough Bootstrap 

w 

Maryborough 

Chamois and Split 
Suede Accessories 
Manufacture & Sales 

Loch Ard Co-operative 

w 

Warrnarnbool 

Restaurant Craft & 
Health Food Shop 
Gallery Framing 
Service 

Open Channel 

c 

Fitzroy 

Video/Television 
Production f Training 
& Facilities Hire 
Public Television 
Applicant 

Public Images 

w 

North 

Public Murals 


Williamstown 




LIST OF CO-OPERATIVES 


Continued . 


Co-operative 

Community (C ) or 
Worker (W) Based 

Location 

Business 

Stawell Work 

Co-operative 

C 

Stawell 

Packaging and Sales 
of Horticultural 

Products and 

Bird Seed 

Sybylla Co-operative 
Press & Publications 
Co-operative 

w 

Fitzroy 

Printing and 
Publishing 

3PBS-FM 

c 

St, Kilda 

Public Radio 

Station 

Turkish Womens 
Association 

w 

Melbourne 

Turkish Handicrafts 
and Repairs 

Wanderfood 

w 

West 

Melbourne 

Mobile Health Food 






I OWL E DG EMEN T S 


: L t he Ministry staff, those inv;:j i ..o . 

:h *3 P rcgr cm , the Co , >pora ♦. 1 vo s r ovr; rr>. vr.ue «. s ■ v . 

' " ' r* s - 1 "* t < * 

V s vou 1 d like to t h a i ik i 11 ilms e wi i o v ■ .« * 1 1 ' 1 . 1 ; • , 1 : 
: tul ly in supt J. yi no in formation a i ;d i do a s , mi t 
id not have been brought to fruition* 



: ATI i 


:SED I rC THIS REPORT 


CDP :neana Ce-~opei‘ati' r o Development Program . 

COF scans Common monarch ; r L'unuod ( as In Nr: 

Co - op e. r 3 t a. v e n c m e j i r e *.r \ ■>.. eu in b * i >: f * a . g . 
not i. n £ u II. o • b :i s r e no e c c i a i ; \ [ . e : * J e u , 

E 1 1 men ns Emm i oyrue n t i r. i L i a 1 1 v - ;> s "■ J r c n ? ^ ir. . 

MEAT means Ministry of Empl oyrnent; and Train 

NA me an s no t a p ; j l j o a h 1 e , 

H SC me a n s m - s in n i f 1. ca n t c omrr.o cb. , 

SEQ. NO* means Sequence Number, 

WCDA me a n s Wo rke r Co - o pe rat ive ; v a Lopma n t; 

in parts of this Report, a convention is used 
.{^■operatives by "Sequence Number" . This mean 
In the alphabetical ly*- listed set m‘ lb names c 
b u pp lied to us by the M i :i i a t r y , 1 1 i h a r r c s s 
co that one can quickiv refer fo she co~operat 
Re po r t f o r s u b s t a n t j , . t i ng x n ft rrn 4 i t: i o :■ , 

The list is shown at the start of the sect ion 
rovering Individual Reports on the cr operatic 
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FORMERLY FUNDED ORGANISATIONS NO LONGER IN THE PROGRAM 


In accordance with the brief, the Study team reviewed these organisation* 
They have received the following funding attributed to the Program. 

(Many received other funds previous to the creation of CDP) . 


NAME 

TOTAL PROGRAM j 

$ 

1 . 

Box Hill Workforce 
Cooperative 

11 ,350 

2* 

Brunswick Work 
Cooperative 

37,800 

3. 

Col lingwood 

Cooperative 

Overseeing Com* 

50,000 

4. 

Essendon Job 

Generation 

2,000 

5. 

Man du rah Health 

Food Shop 

4,752 

6. 

Maryborough Producer 
Cooperative 

11 ,200 

7. 

Shepparton 

Disabled Workers 

4,000 

8 . 

Multi Purpose 

Cooperative 

7,500 

9. 

Malvern Star 

9,500 



93,700 



Section One 


EXECUTIVE SUMMARY 


Our recommendations are 


1* The phasing out of the existing CDP, taking account of existing 
commitments to fund certain organisations and the conclusions 
given in the co-operatives Individual Reports. 


2. Cessation of funding of the Business Advisor and Education 
and Training Unit. 


3* The Ministry should assess the de facto nature of the existing 
funded organisations (and ones applying for funding now or in 
the future) on the basis of the crucial distinctions made in 
Definitions and Assumptions and should decide the nature of 
support or non-support on the basis of the following algorithm: - 



Is it setting a priority aim (of social 
nature outside the ambit of MEAT)? 


/ 

No 

Fund under 

General 

Program* 



Yes, refer to other Government 
Department funding 


*Same Program 


vr e tir 











2 . 


EXECUTIVE SUMMARY Cont i nuecl . 

4A Acceptance of a long term policy commitment to broadening the 
co-operative sect or through the creation of a new 
Program on worker co-operatives (as defined in Definitions 
and Assumptions) Initially, having as its subject the 

co-operatives we have defined as de facto/formally structured 
worker co-operatives with no conflicting priority aim 
Program to have embodiment in the Worker Co-operative Develop- 
ment Agency (WCDA) and Common Ownership Fund (COF) structure 
proposed (along the lines of NSW) « We do not recommend contin- 
uation of the existing Program, nor one supervised by a unit within 
the Ministry itself, for reasons given. Should this proposal 
not be accepted then we recommend that the Ministry withdraw 
from this field of activity entirely. 


B The staffing of the proposed WCDA and COF be on the lines 
specified m this Report as regards calibre and successful 
business experience of support staff. 


5. Funded organisations, which we have identified, in the CDP for 
the desirability of their priority aims, but which do not meet 
the definition of a co-operative in de facto terms should be 
given encouragement and assistance to seek alternative Govern- 
ment funding and should be removed from Ministry of Employment 
funding as soon as existing commitments can be satisfied. 


6. The radio stations (Goldfields, iPBS-FM) and Open Channel should 
be included in the above category if the Arts Ministry will fund 
them. Alternatively, if not funded by Arts they could be funded 
under the General Program for ’social' purpose organisations 
proposed below. 


7. A General Program for 'social' purpose organisations (where the 
priority aim, as defined in the algorithm and in Definitions and 
Assumptions, falls within the ambit of MEAT) should be initiated 
within strict defined guidelines taking into account the definit- 
ions of co-operative; economic viability, social viability, sub- 
optima 1 operation, cost minimisation and benefit maximisation 
outlined in Definitions and Assumptions. 


This Program should be funded and supported direct from the 
Ministry in the near future (on the assumption of small numbers 
of organisations being manageable) . We recommend, also, 
save duplication of resources (whilst providing effective advice) 
that the WCDA provides a functional service of supervising business 
standards, on a 'fee per unit handled' basis to offset the addit- 
ional costs they would thereby incur. (This would involve the 
radio stations and Open Channel if funded as being within MEAT ambit 
and Bendigo as a consumer co-op>erative) . Longer term, this Program 
may develop into a producer/consumer Co-operative Program supported by 
similar organisations to those advocated to support worker co-operatives 
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3 . 


EXECUTIVE SUMMARY 


Continued . 


8. The three organisations in the current CDP which we identified as 

models for employability enhancement/ j ob creation schemes (Stawell, 
Geelong and Ballarat excluding the tree establishment service part) , 
be funded under the General Program if existing CDP commitments 
cease before an appropriate Employability Enhancement/Job Creation 
is developed by the Ministry , 


9. Any future requests for funding from community backed ventures 
should be assessed with reference to the algorithm provided 
above . 


10. Conversion of established businesses to co-operative form will fall 
within the scope of the WCDA if the obvious alternative is a worker 
co-operative. The feasibility of conversions to a producer or consumer 
co-operative form is much lower, but we recommend that if occurring 
they be handled under the General Program using the business skills 
of the WCDA on the basis outlined above. 


11. No steps should be taken to fund conversions until a WCDA/COF ‘ 
structure is established and operating effectively. Direct 
initiation of conversions by the Ministry until that time is 
not recommended , as it is not a feasible or desirable proposition 
in terms of economic, social, administrative and political reasons 
in our view. 

12. Formulation of a new legislative framework to meet the needs of 
worker co-operatives, common ownership companies and co-operatives 
generally is required. Provision for worker membership of the 
board is necessary for worker co-operatives. 
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Section Two 


4 . 


THE OVERALL BRIEF FOR EVALUATION OF THE CO-OPERATIVE DEVELOPMENT 
PROGRAM (AS PROVIDED TO THE CONSULTANT) 


INTRODUCTION 


It is the responsibility of the Ministry of Employment and Training 
to present an Evaluation of the Program, based on the original objectives, 
illustrating its achievements and potential, and so that future policy 
decisions can be made as to its continuation, modification or termination 
in the light of the present Government’s objectives. 


An internal Review has already been initiated by the Ministry. This 
Review calls for submissions from funded organisations by early March, 1983. 
The Minister intends that interested parties will have an opportunity prior 
to the end of March, to discuss the summary impressions which come from those 
submissions. This internal Review has been initiated prior to the decision 
to conduct this external evaluation. The Review submissions will be made 
available to the chosen consultant, so that they may be integrated into the 
overall evaluation. 


PROGRAM OBJECTIVES: ORIGINAL 


The Co-operative Development Program sprang out of initiatives by the 
community to foster co-operative business enterprises as a response 
to unemployment . 


The Program aimed to provide financial resources and the infrastructure 
necessary to support the development of new co-operative ventures in 
Victoria . 


It. was intended that the Program might demonstrate the relevance of 
co-operative structures to work and community relationships. 


Thus they might reveal new initiatives for : - 

Workers, in terms of common ownership, job satisfaction, work 
structures, community relations and related issues. 

Local action, for creating employment, and 

Business potential and effectiveness. 


The main purpose of the original Co-operative Development Program was 
to examine whether or not (community) co-operatives could become self- 
sufficient business enterprises. 
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5. 


PROGRAM OBJ FCtTVLB : ORIGINAL Continued 

The principles which were to guide funding were:- 

1. The co-operative must (be seen to) have the potential to become 
self sufficient. 

2. They must be operated as real business enterprises in law. 

3. They were to be accountable for their use of public monies. 

4. They were to be monitored and they and the Program evaluated. 

5. The funding policy would be flexible to meet (new) circumstances 
which might arise. 


The continual process of monitoring the review r aimed at recognising 
problems in the development of the Program and modifying the operation 
of the Prog rain to alleviate such problems, eventually led to re-shaping 
of the objectives to improve the effectiveness of the Program. 


PROGRAM OBJECTIVES: MODIFIED - AUGUST 1981 


Objectives and funding conditions were therefore modified in 1981. 
These objectives have been maintained by the present Government in the 
administration of the Program* The objectives were re-stated with two 
primary aims as : - 


1. To establish viable, new small-scale business enterprises 

or employment-generating modifications to existing businesses, 
through work co-operative ventures; and 

2. To enhance the effective integration of the training and social 
resources required to provide for the longer term viability of 
work co-operatives. 

It was hoped that these ventures might thereby lead to:- 

1. Improved economic well-being and social conditions for those 
unemployed or facing difficulties in entering or re-entering 
employment, and enhanced employability for participants 
generally ; 

2. Making use of unused or under utilised community resources. 


The concept, therefore, is multi-faceted with emphasis on:- 

Community or worker based Co-operatives; 

Viable (self-sustaining) businesses; (and thereby) 
Long term employment. 
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THE OVERALL BRIEF 


6 . 


THE OBJECTIVES OF THE EVALUATION STUDY 


The proposed evaluation must address the achievements and problems 
of the Program in terms of the objectives which have guided it to 
date . 


It is intended that the evaluation also provide a basis for recommend- 
ations for future direction of such a Program, in terms of the present 
Government's employment and training policies* 


Future Program direction must take account of:- 

the potential of co-operatives to achieve Government objectives 
for industrial democracy and common ownership, 

to do so in the best manner for long-term job creation , 

the relationships between the co-operatives, the Labor 
movement and the Trade Unions. 


Consideration should be given to:- 


The lead time needed for co-operatives to form and develop to 
a stage to be evaluated. 

The time that was taken to appoint advisory staff and the 
Education and Training Unit. 

Different stages at which co-operatives joined the Program and 
different lengths of time in the Program so assessment could be 
equal. 

The fact that financial assistance was to be only for co-operatives 
which demonstrated the potential to be self-sufficient over a three 
year period. 
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THE OVERALL BRIEF 


7. 


THE EVALUATION STUDY DESIGN 


It is intended that the evaluation study address the issues of 
effectiveness and efficiency and have two distinct reporting 
phases : - 

1. Initially drawing conclusions to properly account for the 
operation of the Program to date. 

2. Making recommendations for the future. 


Further, it is intended that the evaluation assess the overall 

impact of the Program by consideration of what has been achieved to 
date and what is likely to be achieved in the future, given current 
program direction or whether more desirable outcomes might be achieved 
by modifying the current Program or adopting alternative strategies. 


It is agreed that the evaluation should consider the roles of the 
Ministry, the Co-operative Business Advisor and the Co-operative 
Education and Training Unit and their effectiveness and impact on 
the Program. 


It is understood that the study should address not only those outcomes 
which are clearly in concert with the historical Program goals, but 
also identify those which may have been unintended and whether these 
outcomes are beneficial or not. 


It is agreed that as there is only a small number of participant groups 
in the Program, the evaluation must assess each funded group. The 
analysis should encompass the perceptions of the Program as seen by the 
various organisations which were funded. 


It will be important to consider the Program impact on each group with 
both the particular group characteristics and the environment in which 
the group operates. 


It is agreed that evaluation study should identify success or failure 
in addressing community-wide interests relating to employment, labour 
relations, unemployment and (Government support for) economic development. 


Analysis of the co-operatives will include quantitative cost-benefit study 
of relevant financial aspects, as well as qualitative assessment of those 
social and welfare issues which are addressed by the Program goals. 
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THE OVERALL BRIEF 


THE EVALUATION STUDY DESIGN Continued., 


Consideration will be given to whether the evaluation might benefit 
from a comparative study of, for instance, the New South Wales 
Worker Co-operative Program, other forms of Co-operatives in 
Victoria and related small businesses, or overseas co-operatives. 


Consideration will also be given to the stated objectives themselves. 
Were the goals consistent and achievable, given the results so far? 
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Section Three 


9 . 


COMMENTS ON THE BRIEF 


CHALLENGE 


The evaluation is challenging in that it raises issues across the 
whole spectrum of economic, social and political thought. It ranges 
from very wide to specific issues 

e . g . Macro and micro economics. 

Patterns of organisation development. 

Government and external agencies 1 capacity to influence 
organisations and to shape events. 

Concepts of ownership, power and influence in organisations. 
Changing perception as to the role of owners, managers, workers 
and decision taking. 

Morale and motivation. 

The concept of profit or surplus and its deployment. 

Cost benefit analysis and financial matters. 

Accepted business and administrative practices. 


DIFFICULTIES 


The basic difficulties to be faced in the conduct of the evaluation 
included :- 


1. Evaluation of the Program was to be against both the original objectives 

(which were more community orientated and in retrospect more closely aligned 
with 30 b creation/employability improvement schemes) . Therefore more 
comparable with NSW Program of the same period. 

and 

The modified objectives adopted in August , 1981 reflected a relative 
shift in thinking, with greater concern for worker ownership, industrial 
democracy, common objectives , long term job creation and relationships 
with the Labor movement. 


Co-ope ratives funded under the original objectives continue within a 
Program having revised objectives . 

2. There has been a change to a Labor Government accelerating a parallel 
shift in policy emphasis , 

away for community inspired ventures where desire to employ the 
people came before the identification of and concentration on a 
long term market opportunity or the co-operative business model, 

- towards established business ventures of more or less worker 
co-operative character or new ventures of good prospect and 
and acceptable degree of co-operative character. 
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DIFFICULTIES (Cont. , ) 


latterly to looking towards conversions of existing (larger) 
business to worker co-operative form. However, none had been 
funded at the date of this Study. 


3. The actual set of funded co-operatives are very diverse in:- 

physical and market location, 
basic activity and level of technology, 
length of time in existence, 
length of time in Program, 

aims and emphasis on their degree of co-operative character, 

4. Policy formulation lags behind actual experience in that there is 
very little in print to provide guidelines or a blueprint for the 
future . 


5. There is a very little comparable experience 

Worker co-operatives and programs to support them are very 
new in Australia, 

The nearest model is the NSW Program which has evolved on 
different lines with different policy and organisational 
frameworks. 

Overseas comparisons are of limited use because of the lack 
of cost benefit assessement. Alternatively, co-operatives are 
at a rudimentary stage of development or are highly developed 
but markedly dissimilar in nature. 

6. Due to late authorisation to proceed, the formal start date was 

26 April. A first Report to provide information for the Victorian 
Government budgetary process was called for by the week commencing 
16th May and the substantive Report was required by the end of May, 
1983. This telescoped the study and placed severe time constraints 
on the consultants. 


DISCONTINUITY 


One must be aware that the past is not necessarily a good guide to 
the future. In particular, we note the comment in the brief on the absence 
of cases of 'conversion* from 'conventional* business to a co-operative 
approach. This raises a host of issues. Is it desirable to try to encourage 
this to happen? If so, how? Where else have conversions occurred? How 
successful and are there lessons to be learned? This could involve radical 
departures from the past style of the Program. Our proposal was to fully 
examine these aspects as well as discharging the more obvious tasks of 
assessing the co-operatives and their development. 
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COMMENTS ON THE BRIEF 


ISSUES RAISED BY THE EXPERIMENTAL NATURE OF THE PROGRAM 


It is in the nature of experiments that hindsight can lead one to 
point out ’obvious' lessons that should have been identified, or if 
identified should have been acted on in more vigorous fashion. In this 
respect we have;- 


1. Borne in mind the very real achievements made. 

2. Commented on how much has been done with severely limited resources. 

3. Focussed on achievement and looked for constructive proposals or 
suggestions rather than just highlighting problems. 

4. Concentrated on the practical mechanics of improvement for the future 
rather than the analysis of past policy issues. 
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Section Four 


PROPOSED STUDY METHODOLOGY 


PROPOSED METHODOLOGY : REPORT PHASES 


In brief we proposed that the Evaluation Study address the issues 
of effectiveness and efficiency and have two distinct reporting phases : - 


1. initially drawing conclusions to properly account for the operation 
of the Program to date, 

2. making recommendations for the future. 


OVERALL IMPACT 


The evaluation would assess the overall impact of the Program by 
consideration of what has been achieved to date and what is likely to 
be achieved in the future, given current Program direction whether more 
desirable outcomes might be achieved by modifying the current Program, 
(or adopting alternative strategies) . 


It would address not only those outcomes which are closely in 
concert with the historical Program goals, but also identify those 
which may have been unintended (and whether these outcomes are 
beneficial or not) . 


ELEMENTS OF THE STUDY 


1. There was a "study within a study", in that each co-operative had 

to be evaluated by itself, as well as the Program as a whole, which 
included the totality of the experience of these co-operatives as 
an element in it. 


2. The overall task would be tackled in distinct phases : - 

a. First, definition of specific information to be elicited. 

b. An initial review and background information gathering 
phase. (Desk research) 

c. Interview questionnaire design. 

d. A pilot exercise to test perception, approach and questions. 

e. Interview and fact gathering with co-operatives themselves 
and related organisations. 
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ELEMENTS OF THE STUDY ♦ Continued. 


2. f, Comparative study of the NSW Program and other comparative 
material, 

g. Analysis and reporting stage. 

3* Close liaison would be maintained with the Ministry and Program staff, 
as well as with the Steering Committee. 


ROLES OF KEY CONTRIBUTORS. 


The evaluation would consider the roles of the Ministry, the Co-operative 
Business Advisor and the Co-operative Education and Training Unit and their 
effectiveness and impact on the Program, 


Consultations would embrace the immediately involved Trade Unions (e.g. 
those with members in co-operatives) , the Labor movement more generally, the 
Co-operative Federation of Victoria and appropriate interstate academics and 
public servants. 


DIPLOMACY. 


We would endeavour not to unsettle the co-operatives and would try to 
make information gathering as painless as possible, We would also contribute 
positive suggestions where these naturally arose in the course of discussion. 
We would also endeavour to explain the approach we adopted to assess business 
viability using conventional financial models supplemented by models drawn 
from diagnostic techniques called TCM or Total Cost Management . 


TEAM STRUCTURE. 


The team of four would operate as two pairs. Each would have a full- 
time CMR consultant and the other person in each pair would be a sub-contract, 
accountancy qualified, ex general manager employed by CMR for the duration of 
the project. 


VISITS. 


Visits would be paid to all co-operatives with more coverage of the larger, 
longer established or otherwise higher priority subjects. Assessment would 
cover each funded co-operative. 
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PROPOSED STUDY METHODOLOGY 
PROGRAM IMPACT . 


It was seen as important to consider the Program impact on each group 
with both the particular group characteristics and the environment in 
which the group operates. 


The Evaluation should identify success or failure in addressing 
community-wide interests relating to employment, labour relations, 
unemployment and (Government support for) economic development. 


COST BENEFIT ANALYSIS. 


Analysis of the co-operatives would include quantitative cost benefit 
study of relevant financial aspects, as well as qualitative assessment of 
those social and welfare issues which are addressed by the Program goals. 


The Study would also look at the administrative structure, methods 
and procedures of the Program as a whole. 


Cognisance would be taken of results from the Ministry's internal 
evaluation which sought feedback from funded co-operatives. 


A visit would be paid to the NSW Co-operative Program for comparison 
purposes, note would be taken of other Australian and overseas experience 
as well as comparisons with experience outside the co-operative field of 
endeavour, e.g. small businesses. 


DETAILED CRITERIA OF EVALUATION. 

The brief established detailed criteria for evaluation which are set 
out as a series of specific questions for the Study to consider under the 
headings of;- 

(a) viability of the co-operatives as business ventures? 

(b) establishment of co-operatives; 

(c) provision of training and social resources; 

(d) employability and job creation. 
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DETAILED CRITERIA OF EVALUATION. Continued. 

It was recommended to CMR by the Ministry that the Evaluation address 
the Program objectives in terms of evaluation criteria as set out below. 


1. Objective No. 1 

''To establish viable, new small-sea 1 e business enterprises or 
employment generating modifications to existing businesses*, 
through co-operative ventures". 

This might best be tested in terms of its two main components, viz, 
the establishment of viable business enterprises, 
the establishment of (viable) co-operatives. 

Establishment of Viable Business Enterprises 

.The general concern of this aspect of the evaluation might focus 
upon 

1- Measures of viability. What expectations are placed on the 
notion of "VIABILITY"? 

2. Environmental and Group influences on viability. 

3. Progress towards viability and the necessary time frame 
in which it might typically be achieved. 

4. Co-operative structures and business viability. 

5. Co-operative enterprises and traditional small business 
enterprises . 

6. Commonwealth and State Government costs and benefits. 

7. The types of enterprises involved and their size. 


Typical questions to address these issues are set out under "Questions 
relating to the viability of the co-operatives in business ventures". 

*" Employment-gene rating modifications to existing business" are the 
so called 1 CONVERSION* co-operatives. None have been funded under 
this Program to date. 
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DETAILED CRITERIA OF EVALUATION. Continued. 


Establishmen t_ of (Community - or Worker Based) Co-operatives 


The general concerns of this aspect should identify : - 

1. Success of the co-operatives in forming general, adequate 
organisational structures. 

2. The types of co-operatives formed and their relation to 
viability. 

3. , Benefits to the participants and to the community flowing 

from the development of the co-operatives. 

4. Evidence of long-term community or worker support for the 
co-operatives established. 

5. The development of common ownership in the co-operatives. 

6. Notions of industrial democracy and evidence of its effect 
on the participants and the co-operative. 


Some typical questions are set out under ‘‘Questions relating to 
the establishment of (community - or worker based) co-operatives" . 


1A Questions Relating To The Viability Of The Co-operatives As Business 
Ventures . (Provided by the Ministry to CMR) 


1. Have new businesses and/or new markets been created? 

2. How many business ventures have been established? 

How much revenue has been/will be generated? 

What is the level of fixed asset investment? 

How profitable/self-sufficient are the ventures? 

3. Are award wages paid? Are workers members of relevant unions? 

4. Are products/services sold at full cost? 

5. Is productivity higher or lower than in (similar) private 
enterprise ventures? Is it relevant to compare co-operatives 
with (conventional) private business enterprises? 

6. Do co-operatives use their funds in a cost-effective way? 

7. Are co-operatives competing with existing (private) businesses? 

If so, does access to grant funding allow them to compete unfairly 
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DETAILED CRITERIA OF EVALUATION. Continued. 


1A Questions Relating To The Viability Of The Co-operatives As Business 
Ventures . (Provided by the Ministry to CMR) Continued. 



8. Is the notion of "Business enterprise" compatible with the 
operation of a co-operative? 

9. How important are in ter- co-operative (marketing) links to business 
viability? 

10. What is the organisational structure and composition of each group? 
How does such organisation affect their ability to achieve viability? 

11. How have the business management skills of each co-operative affected 
their (economic) performance? 

What skills are needed? 

12. How does progress towards viability relate to the length of time of 
operation of each group? 

13. How important are the local environment and community support to 
their (eventual) viability? 

14. Is the progress towards economic viability likely to change community 
attitudes towards them? 

15. What is the effect of inflation and/or (economic) recession on 
co-operative business ventures? 

16. Does short-term "viability" infer longer-term self-sufficiency? 

What long-term support might be necessary? 

17. Can co-operatives survive as viable business enterprises in the 
Australian competitive business framework? 

18. Would the same amount of money spent on existing small businesses 
have produced a "better" effect? 

19. What are the causes for the failure of some co-operatives? 

Is such failure due to the business propositions themselves or 
to the structure/phi lospphy/management of the co-operatives? 

20. How has the Federal Government contributed to/benefited from the 
operation of these business ventures? 

21. What are the organisational aims and co-operative rules of each 
group? How do such aims or rules affect the program intention 
that they achieve self-sufficiency? 

22. How are co-operative business ventures different to other private 
enterprise ventures? How are they similar? 
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DETAILED CRITERIA OF EVALUATION. Continued. 


1A Questions Relating To The Viability Of The Co-operatives As Business 
Ventures . (Provided by the Ministry to CMR) Continued. 


23. Have any ventures been formed from existing (private) businesses? 
What is the relative viability of such ventures? 

24. What is the economic growth potential of the existing co-operatives 


IB Questions Relating To The Establishment Of (Community- Or Worker Based) 
Co- ope ra t i ve s . (Provided by the Ministry to CMR) 


1. What level of understanding of co-operative principles has been 
developed by the participants? 

2. What are the decision-making structures formed? How are decisions 
made? Do all workers participate? 

What types of co-operatives have been formed? 

3. Do the co-operatives demonstrate real alternative (worker-.control 
and) ownership model(s)? Are the workers satisfied with the owner- 
ship and income opportunities presented? 

4. What is the difference between community based or worker based co- 
operatives? 

Should (such) differences influence the direction of Government 
support? 

5. How does the nature of the chosen work itself affect the ability 
to operate as a co-operative? Conversely, do the co-operative 
structures suit the business propositions? 

6. What is the attitude of/relationship to the (local) community in 
which the co-operative operates? 

7. What is the attitude of other businesses and consume rs/c lien ts 
towards the co-operatives? 

8. What is the composition of each co-operative/the co-operatives in 
general, in terms of: Boards', members 1 , participants’: 

education levels, 
age, 

income levels, 
sex , 

marital status, 

previous business/professional experience? 

How does viability relate to these profiles? 
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DETAILED CRITERIA OF EVALUATION. Continued. 


IB Questions Relating To The Establishment Of (Community- Or Worker Based ) 
Co-operatives . {Provided by the Ministry to CMR) Continued. 


9. What equity do the workers have in their co-operatives? 

How does that equity re 1 ate to their viability? 

10. Do the co-operatives capitalise on their structural and philosophical 
differences from other businesses? 

11. How important is the participants* commitment to the viability 

of the co-operative? Is that commitment reflected in their equity? 

12. Do participants benefit from " learning to work in a co-operative? 

13. Has the Program stimulated the formation of new co-operative business 
ventures? 

14. What are the values and attitudes of participants prior to recruitment 
and following participation in the work ventures. 

15. Does co-operative (participative) decision-making and business- 
operation demonstrate more efficient (business) operation and 'or 
better return on the assets employed than might private business? 

16. What proportion of total funds have been allocated to co-operatives 
comprised (largely) of 11 lower-income 1 ' members? 

17. Do co-operatives face competition from other Government-funded, 
community based "job creation" schemes? 

18. Are co-operatives likely to form part of the mainstream, long-term 
economy, or are they (merely) a response to economic recession? 

19. Is the co-operative structure an efficient way in which (the 
Government can) to stimulate development of new business enterprises 
and thereby create new employment? 

20. Is the establishment of viable co-operative structures a more - or 
less useful criterion of the success of such a Program, than economic 
viability? 
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DETAILED CRITERIA OF EVALUATION. Continued. 


2 . Objective No. 2 

(Provided by the Ministry to CMR) 


"To enhance the effective integration of the training and social resources 
required , to provide for the long-term viability of work co-operatives". 


This aspect of the evaluation study should consider the impact of the 
direct Program funding in providing the necessary resources, as well as 
the effect of the organisation of such resources through the Advisory 
Units and the Departmental administration. 

Thus, this evaluation aspect might focus upon:- 

1. the training and social resources required by the Program, 

2. how to provide such resources, 

3. che costs of providing such resources, 

4.. the benefits received by the community and the participants, 

5. the viewpoint of both Government and funded organisations. 



In particular, the study should consider 

1- the roles of the Ministry as a funding body, monitor and advisor, 

2. the roles of the Business Advisory and Education and Training Units, 

3* the funding process itself. 

Consideration should be given to the best way to provide the necessary 
resources for such a Program in future. 

Some suggested questions are set out overleaf. 
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DETAILED CRITERIA OF EVALUATION. 


Continued. 


2A The Pro v ision Of Training An d Soci a l Resource s 
(Provided by the Ministry to CMR) 

1. How important is an Initial feasibility study and/or "front end" 
planning to selection of groups for funding and eventual viability? 

2. Are to- operatives suitably informed as to assistance which may be 
available from other agencies? 

3. Did groups endeavour to obtain funds elsewhere before application 
under this Program? 

4. What factors determined which groups were funded? 

5. Are all the roles and services provided by the Ministry (seen to he) 
compatible with its role as funding body? 

6. What resources are needed to meet the goals of such a Program? Is 
Government the most suitable source for (all) those resources, in 
both the short and long term? 

If so, should this particular Ministry administer such a Program? 

7. How are the groups affected by being "dependent" upon receipt of 
Government funds? 

8. Should funds be provided by way of grants, loans, a mixture of 
both or In some alternative form? 

9. Row have co-operatives been affected by/see the performance of: 

a. The administration by this Ministry? 

b. The co-operative business advisory units? 

c. The co-operative education and training unit? 

10. What has been the impact of independent "professional advice" 
(accounting, marketing, management and so on) on the success of the 
co- - ope r a t i ve s ? 

Is such advice as is necessary best obtained in an independent manner 
or through funded (central) bodies such as the Business Advisory and 
Education and Training Units? 

11. What are the implications for the Ministry in the (effective) provision 
of financial, marketing and training advisory services? What services 
has the Ministry provided? Why? 

12. How are the groups affected by the normal yearly budget method of 
funding used by Government? What is the impact of uncertain ty-of- 
availahility of on-going funding? 
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DETAILED CRITERIA OF EVALUATION. Continued. 


2A The Provision Of Training And Social Resources. Continued. 
(Provided by the Ministry to CMR) 


13. If it is clear that, in general, co-operatives will require more 
that 12 months to demonstrate/achieve 'Viability' 1 , how should 
funding be provided, given normal budgetary programs? 

14. Is the funding process (seen to be) efficient and equitable? 

15. Do “funding restrictions" leave groups under-capitalised and 
therefore (inherently) non-viable? What alternative funds may 
co-operatives access? 

16. Should there be an upper limit to total funds provided to any 
one group? 

17. Are the funding conditions appropriate? Are they being met? 

18. What changes have occurred in the administration of the Program? 

What have such administrative changes occurred? 

What has been the impact on the groups of such changes? 

19. Should the Ministry take a more/less active role in the promotion 
of the Program? Has the Program orientation been affected by its 
promotion? 

Is the Program sufficiently well-known to attract the interest 
groups intended? 

What would be the impact on such a Program of (more extensive) 
advertising? 

20. How should such co-operative enterprises be funded and facilitated 
outside the public sector, once/if they demonstrate viability? 

21. What is the impact of taxation on Group funding and financial 
viability? . 

22. Is the composition of the funding committee appropriate? Should 
organisations in receipt of funds be represented on such a body? 

23. What legislation affects the development of co-operatives? Do all 
co-operatives meet legal requirements? 

24. What is the attitude of trade unions towards the co-operatives? 

25. How effective is the role of the Co-operative Federation of Victoria? 
Is a central co-operative representative agency important to such a 
Program? 
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DETAILED CRITERIA OF EVALUATION. Continued. 


3. Objective No. 3 


(Provided by the Ministry to CMR) 


"Improved economic well being and social conditions for those unemployed 
or facing difficulties in entering or re-entering employment AND enhanced 
employability for participants generally". 


The intentions of this consequential set of objectives may best be stated 
in criteria suited to evaluation as: 


"The Ability of the Co-operative to Provide or Enhance Long-Term 
Employment Prospects" . 


In part, these objectives are a corollary of the "training" aspects 
suggested in Objective No. 2, in that it is assumed that "enhanced 
employability" will flow from the "training" provided by working, 
and whilst working, in a co-operative. 


Thus, the evaluation must assess the impact of the Program on the SUPPLY 
of labour. 


The co-operatives must be seen not only as a training ground for their 
labour force but as providing genuine employment in their own right. 
Thus, they should be examined in terms of the DEMAND for labour; as a 
job-creation or job-protection measure, in the long-term. 


Part of the assessment should also include evaluation of the impact of 
the Program on unemployment. 


The evaluation study should thereby provide assessment of, and the best 
direction for, long-term job creation in the Co-operative Development 
Program. 


Consideration should be given to both the economic and social effects 
of the Program on jobs in the co-operatives. 


Importantly, analysis of the effect on employment and unemployment 
should assess the impact on Federal Government costs and revenues. 


Typical questions are set out overleaf. 
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DETAILED CRITERIA OF EVALUATION. Continued. 


3 A Employability And Job Creation 

(Provided by the Ministry to CMR) 


1. How many (direct) jobs have been/will be created? How many 
existing jobs have been "protected" by the formation of 
co-operative enterprises? 

2. What is the total cost per job? 

3. What revenue has been generated? 

4. What is the distribution of full-time, part-time and casual 
jobs? How permanent are the jobs? Is job permanency changing 
over time? 

5. What was the employment status of workers in the co-operatives 
prior to recruitment? 

6. Are these "new" jobs or do they displace workers in other (private) 
enterprise? 

7 . What has happened to workers who have been trained in/dropped out 
of the co-operatives ; have they gone to other employment or "to" 
unemployment? 

8. What has been the labour turnover in the co-operatives? 

How does this compare to (similar) private industry? 

9. What inf rastructure is/will be necessary to support these jobs? 

At what cost? 

10. How much money has been/will be saved on unemployment benefits? 

How much income tax has been/will be paid? How does this affect 
the "cost per job"? 

11. What education and training do the co-operatives offer to workers? 
How important is that skill development to the participants? What 
training is offered in:- 

a. Co-operative skills; 

b. Management; 

c. Work skills. 

12. What skill development has taken place? Are the skills "up-to-date" 

What alternative employment have participants gained as a result of 
that skill training? 

What is the effect on future employability? 
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DETAILED CRITERIA OF EVALUATION. Continued. 


3A Employability And Job Creation. Continued 


(Provided by the Ministry to CMR) 


13. If jobs have been obtained elsewhere (outside the co-operative) as 
a result of skill acquisition, how does this affect the "cost per 
job"? 

14. What opportunities are there for work advancement - within the 
co-operatives? - Within the relevant labour market? 

15. Does the co-operative commitment influence likely job permanency? 

16. What is the typical workforce size in the co-operative? 

17. Do participants see the co-operative workplace as offering (potentially] 
permanent jobs or as a stepping-stone to permanent employment elsewhere' 

18. Do co-operative business enterprises offer employment prospects to 
( specific) "disadvantaged" groups? 

19. How appropriate are the "pre-training" skills of participants to the 
co-operatives* needs? 

20. What personal benefits accrue to participants as a result of employ- 
ment in the co-operatives? 

21. Do co-operative business enterprises maximise employment opportunities? 
If so, how does this affect potential business viability? 

22. Should the whole cost of the Program be allocated/measured according 
to the number of jobs involved? 

23. Have the co-operatives offered employment opportunities which would 
not have presented otherwise? 

24. Do the co-operatives offer employment preference to the unemployed? 

To other "disadvantaged" workers? 

25. Do the established co-operatives offer prospects for employment 
growth? 

26. Is job satisfaction high in a co-operative than in conventional 
business? 

27. Should this Program place more emphasis on education and training? 

What has been the impact on the (success of) Program of the (late) 
establishment of the education and training unit? 

28. Should education/ training be provided to intending members prior 
to the commencement of any work venture? 
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DETAILED CRITERIA OF EVALUATION. Continued. 


3A Employability And Job Creation. Continued. 


(Provided by the Ministry to CMR) 


29. What is the relative success of co-operatives which have adopted 
"good" training for their members? 


4 . 


Objective No. 4 

(Provided by the Ministry to CMR) 

"Making use of unused or under-utilised community resources". 


This consequential or sub-objective was not applied as a criterion 
for funding. Rather, it was considered that, particularly in the 
case of community- sponsored co-operative ventures, some local 
assets might be brought into use by such new ventures, but this was 
not mandatory. 


Thus it would not be proper to consider the Program to have failed 
if "under-utilised community resources" have not been brought to 
fruitful use. 


Rather, the consultant might seek to identify any community assets 
which have been used. 


In this way, it would be hoped to identify any community assets that 
might desirably be brought to the support of the Program in the future. 
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INFORMATION TO BE GATHERED FROM CO-OPERATIVES . 


To answer the foregoing questions CMR saw the need for both desk * 
research and data collection from co-operatives. 

Data collection from co-operatives was to collect from members, 
individually or as a group, information, particularly on:- 

the history of the co-operative and development stages, 
the structure and style of operation, 
the nature of their business and way of working, 
the way they operate as a social unit, 

actual performance and behaviour data on the above two aspects 
of business and social objectives, 

measures of internal and external economics, 

characteristics of different co-operatives, or groups of them. 

plans and future expectations of members in financial and social 
terms including business viability, 

problems and issues arising, 

community attitudes, relations and impact, 

achievement and failures, measured in a variety of ways, 

business viability, 

effect on unemployment, 

profitability objectives, 

co-operative structure and organisational behaviour, 
education and training, 

effect on other business enterprises, trade unions and the community, 
government support (Federal and State) , 
utilisation of community assets. 

Thus there was both quantitative and qualitative data to be collected. 
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EVALUATION AND VALIDATION 


As the brief covers both validation of the Program objectives and 
evaluation of the Program as a whole (e.g. by cost benefit analysis) it 
is important to formally distinguish the two processes. 


Validation is the process of answering the question 
“Did the Program achieve its objectives?" 

In this case, both initial and revised objectives are to be validated. 


Evaluation is the wider process of answering the question : - 

’’Were they the right objectives to set in the first 
place?" (or to continue to apply in the future) 


Two other terms that are often linked to the above concepts are 
efficiency and effectiveness. 


Our usage is for efficiency to mean the economical achievement of 
set objectives. (Hence the link to validation.) 


and 


Effectiveness to 
best overall results. 


carry the wider connotations of achievement of 
(Hence the link to evaluation.) 


CONCEPTS OF VIABILITY 


A key concept in the Study brief was that of ’viability 1 of individual 
co-operatives ; either as a business entity or as a co-operative organisation. 


We saw aspects to look at as including : - 

Is business viability totally or partially incompatible with co-operative 
principles? Or reconcilable under what conditions? 

Does ’viability 1 differ for worker-based, as opposed to community based, 
co-operatives? 

What are the implications for ’conversions 1 ? 
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CONCEPTS OF VIABILITY Continued. 


"Viability 1 as a co-operative organisation may, for example, carry 
implications of:- 

Ability to continue, in current style and level of activity; only 
under existing conditions of suppor t, in the short, medium or 
longer term. 

Ability to achieve or continue operation in current style and level 
of activity - without support (or with modified support) short, 
medium or longer term. 

Ability not only to dispense with (or move towards dispensing with) 
support; but also to progress and develop (qualitatively and/or 
quantitatively) . 


ECONOMIC VIABILITY 


We foresaw the most relevant test as being the likely ability of 
individual co-operatives to generate sufficient revenue to become self- 
funding. For the whole group, we will seek to identify the number who:- 


are likely to survive, 
may survive, 

are unlikely to survive, 
have already failed. 


We sought to also define the key factors that affect future or past 
ability to survive in economic terms. 


This data will then be used to form a view about 

the likely future survival rates for various sets of conditions, 

the types of inputs needed to maintain or increase this survival rate. 


ECONOMIC CONTRIBUTION 


A number of measures can be used to assess economic contribution both 
of the individual ventures and in total 

cash surplus generated for reinvestment or distribution, 
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ECONOMIC CONTRIBUTION Continued 

value added , 

returns earned on funds employed, 
earnings of co-operative members. 

Assessment can also be made of the extent to which economic 
contribution 

would not have taken place if the venture had not been established, 
has been established at the expense of existing businesses. 


EMPLOYMENT IMPACT 


One can assess for each venture and in total 

the number of jobs already created and likely to be created in the 
future by the ventures, 

the proportion of these jobs that relate to new jobs rather than a 
transfer of jobs by taking away business from existing businesses, 

the alternative employment opportunities for the people concerned. 


From employment data and assessment of the likelihood of survival of 
individual ventures, the aim was to assess the number of short-term and 
long-term new jobs that have been created. This can then be combined with 
data on Program funding, other support (e.g. training) and administrative 
costs to assess the cost of new job creation. 


Where possible, the aim is to arrive at comparative costs of new job 
creation relative to other Government Programs or by private industry 
investment. 


PERSONAL BENEFITS 

Qualitative assessment can be made for each operating venture of:- 

relationships , morale, motivation, job satisfaction etc. 

the opportunities for personal development and training provided 
by the co-operative ventures, 

the impact on employability. 
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SOCIAL AND COMMUNITY IMPACTS 


One can attempt to address 

acceptance of and attitudes to the venture by the local community 
and small business, 

the contribution made to the life of the community (economic and 
social) by the individual co-operative. 


SUMMARY OF PROPOSED METHODOLOGY, 


The approach was to apply an objective, detailed approach to:- 
defining aims and means, 

measuring progress, efficiency and effectiveness, 

identifying criteria for measurement and decision-making, 

making recommendations for the future bearing in mind policy 
and economic imperatives as well as effective use of public 
resources and accepting that the Program was experimental. 
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ALTERATIONS 


AND ADDITIONS TO THE PROPOSED STUDY METHODOLOGY 


IN THE LIGHT OF ACTUAL EXPERIENCE 


1. INFLUENCING FACTORS 


The following factors affected the actual conduct of the 
Study and produced changes in direction or additional 
contributions . 


Late Start 


A delay of a week in obtaining formal clearance to proceed meant 
that visits had to be set up very quickly. 


Reading 


The subject breeds discussion and proliferates written material, 
often highly repetitive, which nevertheless had to be digested. 
Ministry files on the co-operatives are voluminous, not that well 
organised and in severe need of pruning so that reading time was 
greater than anticipated. In fairness, so was the benefit extracted. 


Variable Figures . 

The variability in the quantity and quality of accounting information 
in co-operatives and the difficulty of bringing them to a common base 
to use in extracting cost benefit and other features was also greater 
than anticipated. 


N.S.W. Visit 


The visit to the N.S.W. Program produced some very significant contributions 
and sparked off new insights which helped to progress the Study more 
than was anticipated from reading the evaluation studies on the early 
stages of the N.S.W. Program. 


Core Activity 


In order to meet the Ministry’s desire for a preliminary report in 
the week commencing 16th May, the team concentrated on the individual 
reviews of the co-operatives, and development of the main thrust of 
the conclusions. Discussions with associated organisations and the 
development of the supplementary lines of thought coming out of the 
Study were given secondary priority in time. 
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INFLUENCING FACTORS Continued., 
Rationale 


Theoretically, the aim is to anticipate all the likely aspects 
of the Study in advance and progress methodically through 
from start to finish in a straight line. In reality, it was not 
until a first form of report structure had been tried out on 
several co-operatives that the key sets of viability concepts 
were identified. There was then a need to back-track and apply 
them to the full set of data we had accumulated on each of the 
co-operatives. This too was demanding and time consumina. 

Since the model runs to over twelve pages on each co-operative 
and some questions require considerable detailed work to produce? 
the answers, there was much more involved than meets the eye. 


Testing Criteria 


The desire to persevere with testing the sets of viability criteria 
by applying them to all the funded co-operatives was to test their 
usefulness as diagnostic tools on seemingly well known situations. 
We believe that the results demonstrate their value. 


Open Forum 


At the suggestion of the Steering Committee an evening meeting was 
held to which invited all co-operatives to come. Most sent 
delegates, two f Ballarat and Loch Ard) brought groups. All told, over thirty 
thirty persons participated from 9 co-operatives. 

Most of the response concentrated on the financial relationship with 
the Ministry. A number of problems were identified and proposals 
made. All showed significant commitment to the Program as a vehicle 
for their disparate aims. 


Previously Funded Organisations 


Efforts were made to talk to these groups, some of which have disbanded, 
but to little result and the files proved far more relevant. 


Support Services and Related Organisations 


The Business Advisor and Education and Training staff were interviewed 
once the individual analysis of co-operatives was completed. Their 
written and oral views were fully considered. Meetings were also held 
with the Small Business Development Corporation and the Co-operative of 
Federation of Victoria* Considerable literature on Trade Union 

relation with co-operatives was read and smf f icient insight was 
obtained from individual co-operatives not to require further contacts. 
The same was true of links to the Labour movement. Contact was made 
with those Unions with members in the co-operatives. 
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INFLUENCING FACTORS Continued., 
Visit to Co-operatives 


As instructed every co-operative was visited at least once, 
most twice. 

Interviews were held with a variety of co-operative members. 
Discussion was also conducted of key aspects such as 


aims 

priorities 

impact on employment and upgrading of skills 


Many of the cost benefit measures including figures used in 
measuring the impact on earning capacity were derived jointly 
in discussion. 


2. EVALUATION MODEL 

To recapitulate, a substantial number of funded co-operatives were 
in existence and had been trading for some time at the time of 
joining the Program. 

a. Thus there was no overall 1 zero base* starting point. 

b. Different co-operatives were funded at different times 
(and to a lesser extent, in different ways; grant or loan, 
specifically earmarked or for general purposes) . 

c. Co-operatives joined the Program at different stages of 
viability, or potential viability with lesser or greater 
dependence on Government or other external sources of aid. 

d. Funding conditions were applied flexibly, with 
different stringency as the Program evolved, (but not 
consistently so, as other considerations could be 
influential, particularly political considerations). 

Thus the Program can be viewed as an 'organic process' and therefore 
we avoided a mechanistic approach of arbitrarily applying measuring 
rods to it . 

Instead, the overall approach is to view both the Program and the 
individual funded co-operatives as the overall case study, with the 
individual co-operatives as case studies within it. This accepts the 
essentially experimental nature of the Program but applies objective 
assessment to it. 
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2. EVALUATION MODEL (Continued.,) 


Thus we can look at the following parameters of this overall 
case study : - 

The history , and background influences on the Program. 

Ex pectations , their evolution and development to explain 
what the Program intended to achieve. 

The rationale as to what actions were undertaken to 
achieve these expectations. 

The actual major events , turning points and influences 
that had impact on the Program, 

The Systems view of the Program. e . g. activities 
necessary to maximise the achievements of the Program 
and effort involved in keeping the Program and its 
support activities in being. 

Cost Benefit Analysis of the overall results of the 
Program based on a 'non-zero base* approach applying 
measures of added contribution. 


3. THOUGHT PROCESSES 


Most progress was made once the conclusion was drawn that distinction 
had to be made between funded organisations on the basis of their 
priorities as regards their aims. 

Put simply, most had a set of rather similar aims. Our conclusions 
was that aims are not necessarily incompatible or even competing 
as a whole. However, the priority ascribed to a particular aim over 
others could shift the picture, affect overall viability (organisational 
and economic) and definitely influence economic viability, principally 
pricing policy. 

e.g. This could be set to provide a 'hidden subsidy* to customers 
who were of an interest group the co-operative sees as a 
priority aim to support. 
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3. THOUGHT PROCESSES (Continued.,) 


Secondly, we applied tests of viability criteria 


1. Economic viability - more quantifiable 

financial measures. 

2. Human resource factors - less quantifiable 

more qualitative issues. 
A sub-set being key social factors. 

3. Adherence to the basic definition of a 
co-operative. 


This sorted out a picture of those 

genuinely pursuing co-operative aims of 
economic and organisational distinction. 

those acting as intermediaries for the 
transmission of Government funds from the 
Program to chosen interest groups (suppliers, 
customers, employers) . 

These distinctions hinge on definitions of different key terms 
and concepts set out in the section of the Report headed 
’Definitions*. 


This brought us back to the intent of the Program and its aims 
as defined originally and in the revised objectives. 


We then looked for models i.e. 

A pattern of aims, means, resource organisation, 
relationships, structure, style etc. that can 
be extracted as a pattern to aid the identification 
and development of similar organisations elsewhere, 
as desired. 

We identified the following :~ 

1. Worker Co-operatives aiming for economic and organisational 
viability/autonomy , 

2. Organisations intent on co-operatives aims as a low 
priority, but serving some socially useful aim. 
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3 . THOUGHT PROCESSES (Continued. , ) 


3. Community backing for co-operatives as 
an initiating process. 

a continuing process only where the community 
as a whole or sufficient numbers of the community 
derived some benefit from the service provided 
(e.g. this explains the difference between the 
radio stations active support and the declining 
role of the community in some other co-operatives) . 


4. Employability Enhancement Schemes 


these may be in co-operative guise but to achieve 
their priority aims of aiding unemployed people they 
need not (and perhaps should not) be in that form. 


Our conclusion was then that there might be more than one model of 
Program (or way of helping the existing funded organisations) to 
emerge from the Report conclusions and recommendations. 
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HISTORY OF THE CO-OPERATIVE DEVELOPMENT PROGRAM 


To quote from a Ministry review:- 

” During 1980 the then Victorian Employment Committee funded some 
co-operatives on a limited basis and, as a result of this experience, 
recommended to the Government that a systematic program with clear 
objectives be established. The co-operatives funded by the Victorian 
Employment Committee were the Maryborough Bootstrap Trading Co-operative, 
the Box Hill Workforce Co-operative and the Loch Ard Trading Co-operative. 
The Victorian Employment Committee was replaced by the Ministry of Employ- 
ment and Training in December, 1981, and funding was also made available 
to the Maryborough Producers and Recycling Co-operative, and the Brunswick 
Work Co-operative, Funding of these co-operatives was based more on the 
aspirations of the groups than clearly articulated business principles and 
practices. In a subsequent review of the co-operatives by the Ministry it 
was realised that the viability of the co-operatives depended more on 
business planning than social aspirations.” 


ESTABLISHMENT OF CDP 


On 26th April, 1981, the Minister for Employment and Training, the 
Honourable B. J . Dixon, , announced the establishment of the Co-operative 
Development Program. The first group of co-operatives funded under the 
Program were the Loch Ard Trading Co-operative, Warrnambool , the Brunswick 
Work Co-operative, the Box Hill Workforce Co-operative, and the Ballarat 
Employment Co-operative. All the groups, except Ballarat, had been funded 
by the VBC, However, before further funding was made available by the 
Ministry they were required to begin developing sound business principles 
and practices. The difficulties of these groups in understanding and meet- 
ing the conditions of the Program led to the revision and clarification of 
the guidelines, and on 18th August, 1981, new guidelines were issued. The 
revised Funding Conditions made it quite clear; the Program funded 

rxjtentially viable co-operative business enterprises and was not interested 
in welfare co-operatives - co-operatives which were based on welfare assump- 
tions and aspirations, e.g. supporting the unemployed. By now the Program 
was beginning to attract potentially self-supporting groups whereas the original 
co-operatives formed under the Program tended to be welfare-based. 


FORMAL RE-LAUNCHING, REVISED OBJECTIVES 


In August, 1981, there was a formal re-launching of the Co-operative 
Development Program, with the revised objectives outlined in the next 
chapter of this Report. 


The second group of co-operatives funded under the Program were Learn- 
ing Exchange (Malvern) , Goldfields Community Radio Co-operative (Castlemaine) , 
the Essendon Job Creation Group, Disabled Workers in Shepparton , the 
Frankston Motor Cycle Park Co-operative, the Turkish Women’s Association, and 
Public Images of Williamstown . The proposals from this second group of co- 
operatives were initially more business orientated than proposals from the 
earlier groups and three groups (Public Images, Turkish Women’s, and the 
Disabled Workers) could be described as self-initiating worker-based co- 
operatives. 
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FORMAL RE-LAUNCHING , REVISED OBJECTIVES Continued 


However, they did not live up to their earlier promise. The 
co-operatives at Williams town and Frankston were being supported 
by joint efforts of the Neighbourhood Employment Development Project 
Officers and the Brotherhood of St. Lawrence. Project Officers 
supervising the Box Hill Community Co-operative were re-deployed and 
it collapsed. Ballarat were slowly developing a co-operative which 
was triggered off by the Maryborough and Loch Ard , Warrnambool exper- 
ience. These in turn triggered off Brunswick Italo Australian, Geelong 
Contracting, Stawell, the Turkish Women's and Wanderfood Co-operatives. 


LABOR GOVERNMENT 


In 1982, the incoming Labor Government decided to continue the 
Program "so as to consider its potential for future policy initiatives'* . 


By 1982 there was open recognition that the Program was in an evolving, 
experimental phase as both co-operatives and Ministry identified new issues. 
Thus in a review at this time, the Program Co-ordinator wrote t- 

"The changes to the Co-operative Development Program have been in 
response to the experience of implementation and incremental increases 
in enforcement procedures. The Program has adopted a developmental 
apprcach by responding to demonstrated need and increasing the expect- 
ations from co-operatives within their developing capacities. It has 
been an ongoing principle, however, that co-operatives funded must have 
the potential to become self-sufficient within a necessary lead-time 
for their establishment and development as business ventures. Funding, 
therefore, has been consistent with business principles and practices 
yet flexible to different circumstances and needs." 


There had been a number of co-operatives in existence before the creation 
of the Program. Backyard Press had existed for 2 years and Correct Line 
Graphics for some 18 months. Bendigo Co-operative, Loch Ard and the Goldfields 
Community Radio Co-operative also came into this category. All of these made 
successful submissions to the Program for funding. 


SUPPORT TO CDP 


In June, 1982 the Education and Training Unit was formally established 
and located in the Vocational Guidance Centre where the person in charge had 
first hand experience in participating in a co-operative. Later the Business 
Advisor was appointed and based at the Co-operative Federation of Victoria. 

In 1982, the budget level for the Program was set at $600,000 for the 
period 1982/83. 
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SUPPORT TO CDP Continued 


In October, 1982 the budget, was increased by $250,000 reallocated from 
other areas of expenditure. 


In February, .1983 the Department initiated an internal review and 
requested submissions from the co-operatives themselves. 


In April 1983 the Department, in conformance to the policy guidelines 
of the Program, called in submissions from outside consultants to undertake 
an evaluation of the Program. This evaluation is the subject of this 

Report . 


CURRENT SITUATION 


The Program currently funds 19 co-operatives with further ones approved 
for funding in .1983/84 if funds are available. Of these co-operatives, half 
are worker co-operatives and half are community based. The funds allocated 
in 1982/83 vary between co-operatives from some $5,000 to $78,000 and comprise 
part loan and part grant finance. There is a moratorium on the payment of 
interest and on repayment of loans. 


Proposed co-operative ventures must be either community sponsored 
ox instigated by groups of workers. Stringent economic viability criteria 
must be met, and a feasibility study undertaken that provides detailed 
financial and market information. Financial feasibility and self-sufficiency 
within three years are the major requirements of the Program. Where 
appropriate, the Program will fund detailed feasibility studies by outside 
organisations . 


In addition to financial viability, the project must be based on a 
co-operative structure and this structure must add something to the project 
so that it is seen to be different from a normal private enterprise organ- 
isation carrying out the same business. All applications are vetted by a 
Funding Committee that includes representatives of the co-operatives in 
addition to relevant Ministry and other Victorian Government officials, a 
representative from the Co-operative Federation of Victoria and the Small 
Business Development Corporation. This Committee makes recommendations for 
funding to the Minister of Employment and Training. 


Approved funding is released on a schedule set by the Funding Committee 
against supporting progress reports from the co-operative showing allocation 
and amounts of expenditure. 


The co-operatives report monthly providing profit and loss accounts, 
balance sheets and cash flow statements and other relevant information. 

This detailed information assists the Ministry in determining whether any 
additional assistance is required. 
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CURRENT SITUATION. Continued 


Assistance is supplied by two bodies : - 


1* a Business Advisory Unit, located within the Co-operative Federation 
of Victoria, with one person. 

2. an Education and Training Unit based within the Vocational Guidance 
Centre, R.M.I.T. , errploying 2 persons. 


In addition, outside consultants are used by the co-operatives and may 
be funded by the Program. 


CONCLUSIONS ON THE HISTORY OF THE PROGRAM 


1. The Program has been experimental. 


2. It has evolved, been modified and developed a range of 
organisations within loosely defined guidelines and a 
flexible funding policy. 

3. There has been recognition from the start of the need to 
address economic viability through Program and funding 
guidelines . 


4. To assist the co-operatives, there are support services 
and a review system, via the Funding Committee, based 
on monthly reports. 
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section b fcv en 

THE ECONOMIC AND SOCIAL CONTEXT 


Around the world major industrial countries are undergoing a 
combination of recession and deeper structural change. Interpretation 
of causes, the nature of the process, the results and what should be done 
vary with the views of the beholder. Most would agree that de-industrial- 
isation, major technological change, rapid industrialisation of other 
countries, energy costs, ever-rising expectations and other forces 
have shaped the situation. 


The results are expressed in the Introduction to the ALP Employment 
Policy 


"Australia is currently faced with the worst unemployment 
situation since the Great Depression of the 1930s. 


Almost 540,000 Australians, or 7.8% of the labour force, are 
officially recorded as unemployed. This represents a staggering 
increase of 60% over the past seven years, and with employment 
opportunities expected to decline during the coming year, the 
official level is likely to rise to more than 600,000 by the 
end of 1982-83. 


But this is not the full extent of the unemployment cancer 
which is afflicting Australian society. The actual level of 
joblessness is probably double the official figure if we also 
account for the "hidden" unemployed i.e. those Australians who 
want jobs but are not actively seeking employment in a labour 
market where the chances of getting work are remote. 


Long-term unemployment has become a problem of major proportions. 
Those who cannot get jobs can now anticipate an average period of 
unemployment of 7 months or more than double the average unemploy- 
ment experience in 1975. We also face the unpalatable fact that 
over 100,000 Australians in the labour force have been without 
work for longer than 9 months. 


The economic and social consequences of such massive and prolonged 
unemployment are immense. 


We are foregoing at least 15% of our productive potential and 
substantial amounts of taxation revenue as a result of the under- 
utilisation of human resources. At the same time, we are devoting 
over $1.8 billion or 4% of all Commonwealth Government outlays to 
payment of unemployment benefits. 


The appalling increase in poverty since the mid-1970s has been 
largely a result of worsening unemployment and the ever-widening 
gap between unemployment benefits and the poverty line. There 
can aslo be little doubt that unemployment has been a major factor 
contributing to such social problems as homelessness, alcoholism, 
family breakdown, crime and suicide. 
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Labour is committed to restoring and maintaining full employment 
as a major policy priority. 

We acknowledge that the task will not be a simple one. A 
substantial increase of at least 110,000 jobs and a growth in 
real output of 4% will be required each year just to prevent 
unemployment from increasing further. Unemployment caused by 
structural factors such as technological and industrial change 
can only be remedied through the implementation of longer-term 
manpower and industry policies. 

Currently, over 230,000 Australians have been out of work for 
at least 3 months, and more than 96,000 have been jobless for 
over 9 months. 


CONCLUSIONS 


1. The problems are well known, substantial and encompass 
the full range of macro-economic issues. 

2. The solutions are much less obvious and likely to be an 
accumulation of many tiny micro-economic progressive steps. 

3. The CDF could provide pointers to wider policies to generate 
long term job creation but only if funded co-operatives firmly 
and effectively address economic viability. 
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THE POLICY FRAMEWORK 


In order to place the Program in the relevant policy context of 
the major interested parties , Federal and State Government , business 
and Trade Union views, reference was made to a variety of sources. 

From the viewpoint of a Federal and Victorian State Labor Government 
it: is best to place the Program in the context of two main strands 
of policy 

1. Economic policy on employment, inflation 
and economic growth; 

- so widely debated and known as not to 
warrant detailed comment here. 

2 . Policies on industrial democracy. 


We could look at overlapping policies on the Arts, environment, social 
welfare and many others but will hold to these two with the second as 
the subject of our main comments. 


EMPLOYMENT (AND INDUSTRIAL DEMOCRACY) THE ALP VIEW 


The 1982 ALP platform policy statement on policies for improving 
employment opportunities read. (Amongst other entries) 

"These policies will included 

Specific employment-generating programmes developed 
in both private and public sectors of the economy on 
the basis of direct Federal expenditure, grants to the 
states and territories, assistance to local government 
bodies and other non-profit organisations, and 
incentives to private enterprises. These programmes 
would be primarily directed at those disadvantaged 
groups and areas in the labour market which would benefit 
least from a general improvement in employment opportunities. 


Measures to ensure employment leveJ s and conditions are 
effectively accounted for by industries and enterprises 
which receive government assistance. 
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EMPLOYMENT (AND INDUSTRIAL DEMOCRACY) THE ALP VIEW Continued 


Examination of , and consultation with unions and employers in 
relation to, changes to work structures in the traditional 
workplace, where these provide viable avenues for improving 
employment opportunities and allow greater flexibility in 
working patterns without detriment to the availability and 
conditions of full-time work? and encouragement for the 
development of legitimate new areas of work activity such as 
self-employment and worker co-operatives . 11 


INDUSTRIAL DEMOCRACY THE ALP VIEW 


The 1983 ALE policy statement on industrial democracy said 


"Industrial democracy is a natural extension of the democratic 
right of working people. The greater participation of workers 
in decisions affecting their working lives will lead to greater 
job satisfaction and will provide opportunities for the more 
efficient operation of enterprises. 


It is desirable for employers and employees to be encouraged to 
be involved in genuine industrial democracy projects which 
achieve a sharing of power and responsibility between management 
and employees within an enterprise or industry. 


These projects should be designed so as to allow for the special 
needs and features of the industry or enterprise concerned* 


A Labor government will encourage and support industrial democ- 
racy schemes based on the following principles and objectives- 

a. the right of workers to have a say and influence in 
decision-making within the workplace and/or the enterprise 
without fear of recrimination? 

b. the active involvement and support of the union 
movement in the development and operation of industrial 
de mo c r acy p ro gramme s ? 

c. access by employees to information concerning the 
operation and viability of organisations in which 
they work. A free flow of information is crucial 
to the success of industrial democracy schemes 

and will provide employees an opportunity to consider 
matters important to them in a thorough and 
reasonable way? 
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INDUSTRIAL DEMOCRACY THE ALP VIEW Continued 


d. industrial democracy schemes shall be developed 

having regard to the individual needs of the 
industry or enterprise concerned and to the social 
and human needs of the workers in the industry or 
enterprise. The schemes may be of a representative 
and/or participative form. 

Representative forms of industrial democracy entail 
worker representatives being elected by workers in 
an enterprise to committees, councils, decision- 
making bodies and boards of the enterprise. 
Participative forms of industrial democracy involve 
self-managing groups of workers or semi- autonomous 
work groups at all levels within an enterprise. 

In order to promote industrial democracy, a Labor government 
will- 


a. review, in consultation with employers and the union 
movement, existing legislation so as to ensure that 
any obstacles to industrial democracy in the 
legislation are removed; “ 


Thus co-operatives were seen in this wider context of industrial 
democracy . 


The content of such democratic participation was expressed in the 
1982 ALP platform statement as follows : - 


“Promoting and where possible establishing the rights of employees 
to participate in the process of developing and implementing 
industry policy at the enterprise level, with particular emphasis 
on decision making in new technology, employment, work organisation 
and industrial health and safety. 11 


CO-OPERATIVES THE ALP VIEW 


The 1983 ALP policy statement reads 


“CO-OPERATIVES 

Labor will provide the funding necessary to encourage the 
development and formation of co-operatives that offer employment 
opportunities . 

In addition we shall create a small flexible administrative 
unit to assist and advise newly formed job creation co-operatives 
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CO-OPERATIVES THE ALP VIEW Continued 


This unit within the Small Business Development 
Corporation will act in conjunction with the office 
of the Registrar of Co-operatives as a source of legal 
advice, financial guidance and management skills for 
groups which are interested in setting up employee- 
owned co-operatives, either as completely new enterprises 
or as new structures for enterprises which already exist.” 


Under the heading 1 Alternative Approaches' the Employment Policy 
has this to say:- 


” Labor acknowledges that, given the magnitude of the unemployment 
problem, it will be necessary to develop more radical avenues for 
creating additional work opportunities. 


Some of the areas which Labor intends to investigate and develop 
will include 


The feasibility of developing a national program of worker 
co-operatives , using the NSW Government's Worker Co-operative 
Program as a starting point and drawing on European experience 
with this form of business venture.” 


CO-OPERATIVES THE TRADE UNION VIEW 

The Trade Union view is perhaps best expressed in terms of the:- 


Statement of Accord by the Australian Labor Party and 

The Australian Council of Trade Unions Regarding Economic Policy. 


The introduction says 


"It is agreed that the fundamental feature of the prolonged and 
worsening economic crisis both here and overseas is that, for 
the first time in our history, we are experiencing simultaneously 
high levels of unemployment and inflation. This occurrence was 
not foreseen by economists and has caused great difficulty 
and uncertainty for governments in all Gentries in determining 
an appropriate economic policy.” 
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CO-OPERATIVES THE TRADE UNION VIEW Continued 

Later in the body of the Accord we read:- 

11 Ad i us t in g to ch an ge " . 

The parties concur on the necessity for change to occur in 
Australian industry if growth is to be maximised in the longer 
term. The adjustment to change and the attainment of the 
objective of full employment will be more easily attainable 
if policies facilitating change are integrated with general economic 
policies via the planning mechanism. 

Of particular relevance in the short term are the following 
initi atives 

the alarming state of the labour market means that the 
generation of jobs and the provision of funds for employment 
is of fundamental importance 


job creation programs which are equitably administered will be 
introduced 


Access to finance for industry will be improved by increasing the 
availability of funds in Government industry finance institutions". 

"ACTU Congress Policy Decisions" on Industrial Democracy 

Congress notes that the trade union movement has affected the distribution 
of power in society. However, with greater educational attainment and 
awareness of the maldistribution of power in society, the process of 
redistributing decision-making power in the community must be intensified. 
Industrial democracy redistributes power within the enterprise whereas 
participative economic planning redistributes power within the nation. 

Congress supports industrial democracy because it extends democratic rights 
and is of direct benefit to workers. Congress is opposed to changes in the 
organisation of work which do no more than provide management with an 
additional tool to control the operation of enterprises. 

A rapid transfer of decision-making power to workers could not be readily 
achieved in Australia as workers have been alienated from the decision-making 
process throughout the history of capitalism. In the light of this factor 
Congress recognises the rich diversity of experiments in industrial democracy 
both overseas an in Australia. While the introduction of industrial democ- 
racy must be tailored to Australian traditions and environment, it is 
counter productive to specify a detailed model of industrial democracy which 
must be followed by all unions in all industries. 

The special features of the various State industrial relations systems and 
the diversity of Australia's industrial structure emphasises the need to 
allow for variation in the forms of industrial democracy. 

Congress, therefore, concludes that it is desirable for unions to be 
encouraged to be involved in industrial democracy projects which allow for 
the special features of the industry or enterprise concerned. The over- 
riding consideration is that these projects are designed to redistribute 
power so as to achieve greater equality of power within the enterprise 
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CO-OPERATIVES THE TRADE UNION VIEW Continued. 

"ACTU Congress Policy Decisions” on Industrial Democracy (Continued) 


or industry. 

1. Definition 


The principle of industrial democracy is concerned with the provision of 
opportunities and the right of workers to have an increased say and influence 
in the decision-making within the workplace without fear of recrimination. 

This principle means that the trade union movement should no longer accept the 
concept of the "master-servant ” relationship and the inequalities that the 
" mas te r-servant ” re 1 at ionsh ip impl ies. 

The development of industrial democracy will take the form of "representative" 
and "participative" democracy. 

"Representative" forms of industrial democracy shall include worker 
representatives being elected by unionists involved in the enterprise or the 
undertaking on committees , councils , decision-making bodies , and boards 
with workers having rights of consultation and negotiations with all 
decision-making bodies . " Representative" forms of industrial democracy 

can take place at all levels of the enterprise or undertaking. 


"Participative" forms of industrial democracy shall mean self managing 
groups at all levels within the enterprises. 

The "representative" and "participative" forms of industrial democracy 
shall involve workers in determining their work environment and enterprise 
objective. The forms of industrial democracy shall also take account of 
the social and human needs of the workers of the enterprise or undertaking." 


Points to note include 

industrial democracy redistributes power within the organisation. 

power can come from ownership , control , and or executive authority 
(it can also arise from personality, the term 1 inf luentials 1 is often 
used in co-operatives) . 

This policy appears to recognise the crucial difference between 
having power and the means of application because of the comment 

"It is counter productive to specify a detailed model" 


and later: 


"unions to be encouraged to be involved in projects 
which allow for the special features of the industry or enterprise 
concerned. 11 


As we perceive it, this indicates a recognition of the need to tailor the 
means to the conditions of the situation. 

Representative and participative forms are differentiated (but not seen 
as mutually exclusive or automatically complementary) . 
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CO-OPERATIVES THE TRADE UNION VIEW Continued. 


1, Definition 


Participation forms (which many co-operatives attempt) are seen as 
" self-managing groups within an organisation** . 


Note, this does not say, running the organisation as a self-managing 
group, (the ’collective* approach). 


MESSAGES DERIVED FROM ALL THE POLICY STATEMENTS 


From the above we can identify some conclusions (and questions) 
for this Study: - 


1. Job creat ion - of more than short term nature is stressed. 

(A CDP aim) 


2. Acco untability - for moneys provided to industries and 

organisations is a recognised principle in 
ALP policy. (We examine this issue in this 
Report) . 


4, ALP policy (1983 Industrial Democracy Item 49) 

gives a commitment to review existing legislat ion to remove 
obstacles to industrial democracy. (See Summary of Conclusions 
and Recommendations) . 

5. On support for co-operatives, 1983 ALP policy on co-operatives 
focussed on:- 

Funding to encourage the development and formation 
of co-operatives t hat offer employment opportunities. 

Creation of "a small flexible administrative unit to 
assist and advise newly formed job creation co-operativ es 
within the Small Business Development Corporation. 

(See Validation of The Program and Summary of Conclusions). 


6. The ALP - ACTU Accord focussed on short term action: - 

job creation projects, (see Policy Options) , 

improving availability of funds in Government industry 
finance organisations, (see Validation of the Program) . 
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OPPOSITION POLICY 


The official State Platform of the Liberal Party of Australia, 
Victoria Division, as approved originally by State Council July, 
1978:- 


,r IV; Business and Enterprise 

The Liberal Party will seek to fulfill the 
following principles 


8. Positive action to encourage maximum 

participation by Australians in equity 
capital . 

11. Actively promoting management methods 

which encourage employees to enjoy their 
work and to dignify the tasks of all people 
in the work place.*' 


OVERALL CONCLUSION 


Thus with a Program started by a Liberal Government, supported by a 
Labor Government and with support for its principal aims from Labor, 

ACTU and Liberal view points, the stage should be set for encouraging 
co-operatives as a distinct sector of the economy and more particularly, 
encouraging worker co-operatives under the broad heading of common 
ownership. 
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THE CONCEPTUAL FRAMEWORK - DEFINITIONS AND ASSUMPTIONS 


This is a crucial section of this Report as fine distinctions in 
interpretation of key concepts have vastly different consequences 
not least for policy choices. 


We assume a certain faimilarity with the subject on the part of the 
reader. This section defines some terms in especially frequent or 
significant use in this Report and draws conclusions on their applic- 
ation to the co-operatives funded by the CDP. 


1. A CO-OPERATIVE 


A co-operative is any business organisation which is owned and 
c ontro ll ed through its members. The members are those who participate 
in the business as consumers, workers or producers. Membership usually 
requires the payment of a membership fee. The profits are distributed 
to the members on the basis of patronage (buying at, working at, or sell- 
ing through the business) . Control of the business is exercised by the 
members through election of the Board of Directors on a one person/one 
vote basis. 


N , B . The definition says owned and controlled not “or 11 . 


The significance is that both must exist to have an independent * viable 1 
co-operative. (In both the business viability and human, social organ- 
isational concepts of viability) . 


Owned: We take to mean that no one else has an 

economic stake through which they can 
exercise control or influence decision- 
taking by pressure or perceived authority. 


and 

Controlled: We take to mean that the destiny of the 

organisation is in the hands of those in 
the organisation. No influence, respon- 
sibility or control is exercised by an out- 
side organisation because that changes the 
nature of the operation. In such cases, some 
co-operative characteristics may reman as out- 
ward trappings but in reality the organisation 
is transformed. 

(Perhaps into an * aid distribution agency' or 
and 'extension of the Ministry 1 or an 'employment 
enhancement/ job creation scheme*). 
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THE CONCEPTUAL FRAMEWORK Continued 


2 , CO-OPERATIVE PRINCIPLES 

These principles became a model of co-operative structure 
and are broadly the same as those of the International 
Co-operative Alliance today. These are 

(i) Membership of a co-operative should be voluntary 

and open to any person willing to accept the responsibility 
of membership, 

(ii) Co-operatives are democratic organisations: they are 

to be administered by people elected, or appointed, by members 
and have to be accountable to them. All members are to have 
equal rights - one member, one vote. 

(iii) Share capital should receive only a limited rate of 
interest . 


(iv) Operational surplus, if any, is to be distributed for 
the benefit of members according to their labours, not 
capital, input. 

(v) Co-operatives should make provisions for the education of 
members in principles and techniques of co-operation in both 
economic and organisational matters, 

(vi) Co-operatives are to co-operate actively with other 
co-operatives at local , national and international 
levels. 


N.B. There is no given pattern of industrial democracy, 
participation or other decision-making process. 

i.e. collective decision-making involving more 
than the Board is not an essential feature 
of a co-operative. 
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3. TYPES OF CO-OPERATIVES 


i. Worker Co-operatives are co-operatives in which the 
members have joined together to produce goods and/or 
services for sale. The workers, being the only 
members of the co-operative, elect the Board of 
Directors and share whatever profits are earned by 
the business. 


ii. Consumer Co-operatives are co-operatives whose members 
have joined together in order to purchase goods and/or 
services. The most familiar consumer co-operatives are 
those established to provide food and housing. Credit 
Unions are specialised co-operatives, designed on similar 
lines to the banking industry. 


iii. Marketing or Producer Co-operatives are co-operatives 
whose members are privately owned businesses or 
individual business people who join together to sell 
their products or services collectively. These 
co-operatives range in size from a storefront craft 
co-operative to the large agricultural marketing 
co-operative like Dairy Farmers etc. 


General Comments 


1. None of these definitions has any set pattern of 
decision-taking as an essential prescribed element. 

2. There is a correlation between the nature of the 
membership group and the economic benefit they 
derive from the co-operative. 

This is important to the concept of another supposed type 
of co-operative, the "community based" co-operative 
which often does not fit with this concept, which 
has social not member economic aims. 


Workers in worker co-operatives derive 
economic benefit through sharing in 
earnings , 


Consumers in consumer co-operatives derive 
economic benefit from lower prices. 

Producers in marketing co-operatives derive 
economic benefit from better selling. 
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THE CONCEPTUAL FRAMEWORK Continued 

3. TYPES OF CO-OPERATIVES 

General Comments. Continued 


A community member of a 'community co-operative 1 
often derives no significant economic benefit 
from membership. This is true of most but not 
all funded community backed co-operatives. The 
person contributes for reasons of altruism, or other 
motives, selfish or unselfish, but lack of an under- 
lying personal economic rationale for involvement in 
most cases is significant in understanding why many 
initiated as community co-operatives progress to 
become based on some other interest group. 


The term is descriptive in one way but is not a valid classification 
of co-operatives and should therefore be dropped. Instead consumer 
co-operative, social organisation, or whatever as the correct class- 
ification should be used. 


'Conversion* co-operatives is also a potentially misleading 
terminology. This secondary degree of classification must 
apply to a business going through conversion from another 
form of ownership and control to a worker , consumer or producer 
mode 1 . 


4 . CO-OPERATIVENESS 


Funding of a number of organisations is justified on the basis 
of their supposed ' co-operativeness * . 

There is an underlying false assumption that certain social attitudes 
aims, aspirations or values* correlate with incorporation in co-oper- 
ative form (formally or de facto) and therefore justify the organis- 
ation being treated as a co-operative even if its priority aim is not 
independent self ownership, self control, and it is not, in reality 
a co-operative. 

*e.g. concern for the environment? radical attitudes on social issues. 


There is no such automatic correlation. Co-operatives and their 
memberships, from overseas evidence, are in the main purely commercial 
organisations. Political aspirations and social values reflect the 
background and trends of the society in which they are found. 

Funding on the basis of particular orientation is no guide to the 
prospect of a group turning into an economically viable independent 
co-operative in the strict normal definition. 
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4 * CO-OPERATIVENESS 


They do not become co-operatives by stitching that label upon 
them and the term co-operativeness should be reserved for 
orientation towards autonomy , self sufficiency, self ownership, 
self control and freedom from dependency on external funding. 


The term ‘social 1 best describes organisations of social priority 
aims and is defined later in this section. 


5 . EQUITY AND DECISION MAKING 


Equity is the key to the distinction between co-operatives and 
conventional business. We use the term to refer to the capital 
stake (s) invested by members in a co-operative. 


The important differences exhibited by co-operatives are in the 
exercise of control and ownership and hence differences in 
decision-making style. In a conventional corporation the right 
to elect the leadership of the organisation and share in the 
profits is based on owning a percentage of the company through 
the purchase of shares of stock. The number of shares you own 
determines the number of votes you have in the election of the 
company’s Board of Directors. The shares also determine your 
percentage of the company’s profits. 


In a worker co-operative, the right to elect the company’s Board 
of Directors and to share in the profits of the. company is based 
on being a member of the company’s work force and paying a standard 
membership fee. Each co-operative member has one vote in the 
company election and shares in the profits on the basis of the 
formula established by the total membership. This formula is 
based on partronage (hours worked or total salary) . 


Here on detects underlying assumptions that:- 


A Board is necessary as a policy decision-making body. 

The definition of a co-operative structure of decision- 
making operates from this minimal distinction (a base 
line difference from capitalist enterprise) that employ- 
ees elect the Board and thereby indirectly determine 
policies they impart on them personally. There is no 
inherent necessity in this picture of a co-operative 
to go into worker participation in executive level of 
work organisation decision- taking . 
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5. EQUITY AND DECISION MAKING 


We would see it as an extremely demanding thing to attempt, 
in the crucial stages of setting up a new organisation, 
to launch into collective decision-taking at all levels. 

The significant factor is to elect the Board. One need not 
prescribe any form of industrial democracy there after. 


This raises another assumption? that the principles of a co-operative 
structure can apply (equally in total) to all stages of organisations 
at all stages of development and whatever the activity, technology 
or operating mode of the business. This we question, particularly 
on employability enhancement/ job creation schemes. 


Decision-making often crops up in discussions of collective owner- 
ship and control as if all of one nature. Reference is made to 
the ACTU comments in the policy statements. 


We suggest that three basic elements should be kept in mind:- 


policy 


e.g. where to go, in broad direction, 


executive 


how to get there, 


work 

organisation 


what tasks need to be done by whom, 
when, where, how. 


Conventionally , 

the Board sets policy, 

management decide the execution of the policy, 
supervision {and/or workers) decide work organisation. 


Collective Decision Making 


In contrast to conventional decision-makinq , some funded co-operatives 
operate at the extreme idealist end of the spectrum of participation, 
where an attempt is made to allow all to have a say at all times on 
all issues whether policy, executive, or work organisation. This goes 
well beyond the more usual forms of industrial democracy and causes 
stresses in a number of the co-operatives. 
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THE CONCEPTUAL FRAMEWORK 
5. EQUITY AND DECISION MAKING 
Equity Format io n 


The literature on the subject highlights equity formation, growth 
and adequacy as lasting concerns of co-operatives. 


This is due tor- 
tile philosophical emphasis is on labour not capital, 

lack of a personal incentive to maximise return 
on capital so no motive to invest exists, 

the sensible fear of all eggs being in the one 
basket , 

lack of clearly defined mechanisms for generating 
or increasing the capital base. 


Underlying Thought Processes. 


Many of these points assume that because in co-operatives 'labour 
controls capital., not the reverse 1 , labour can ignore capital. 

Capital is seen as money in the sense of a medium of exchange and not 
as a store of accumulated value for the common good. 


The difference between 'profits' (meaning distributed profits to 
owners of capital) and 'profit' as the more general term meaning sur- 
plus of income over outgoings is not recognised. 


Hence a frequent inability to understand that there is a need for a 
sufficient surplus to cover the needs for:- 

more of a capital base simply to keep pace with increased 
cash flow demands generated by inflation alone, far less 
growth , 

re-investment to offset depreciating plant, equipment, 
skills, lost client contacts etc, etc, 

investment to generate more activity and create those 
long term job opportunities. 


Thus capital is seen as a negative end and is not appreciated as a means 
to allow co-operatives to achieve their aims. 


Cruickshank Management Resources Pty. Ltd. Inc. in N.S.W. 


THE CONCEPTUAL FRAMEWORK 


Continued. 


6 . INDUSTRIAL DEMOCRACY 

(Taken to embrace industry; commerce; organisations providing goods 
or services for reward) . 

Reference to the section of this Report outlining the current policy 
framework for research work on the subject will highlight that the 
key word we should focus on in the phrase is ind ustrial . 


i.e. : The framework and content considerably affect the nature 

of the process. 

Put briefly, we are concerned with decision-making within the 
framework, parameters and constraints of an organisation's 
economic system, which is complete and self-sufficient in 
itself, (i.e. it is not subject to outside economic sub- 
vention, control, management, financial demands or contrib- 
utions different from those experiences by an organisation 
of similar situation) . 


The existence of these boundaries to the decision-making process, give 
it significance. They force choices (decisions) , crystallise thinking 
on priorities and on aims, cause the re-examination of views, attitudes, 
values and arguments and impose responsibility and accountability. 


Take away those constraints and one is not dealing with industrial 
decision-making democracy in the sense that the bulk of industry or 
commerce would recognise. If one constraint, scarce resources, is 
considered a variable then one is no longer dealing with industrial 
democracy but with an intermediary transferring resources from the 
donor to the chosen recipients. 


7. VIABILITY 


1. Economic Viability 


This is at the core of the debate on co-operatives' prospects. 


One can attempt to describe when an organisation is viable or 
potentially viable by describing conditions that will exist (e.g, 
'symptoms', or revealing indications) when viability is achieved 
or can be achieved. Since we are attempting to define a balancing 
nexus in a whole set of interacting variables, set inside a const- 
antly changing environment, one might as well try to describe the 
appearances of an atomic particle. 
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7. VIABILITY 

1, Economic Viability 


60 . 




This is not to say that we can not isolate and describe some key 
variables and use these criteria as indicators ("dials") by which 
we can identify the state of the organisation at a given time, make 
choices as to policy options, monitor progress and arrive at con- 
clusions . 




This we have attempted to do by creating a set of economic viability 
criteria. 


A. The more quantifiable financial measures. 

Here we set out the suggested criteria and give 
some explanation of what aspects of economic activity 
they indicate. 


B. Human aspects. 

These are critical to the continued existence, 
ability to define a future and achieve it, operate 
effectively, learn and adapt. 

Though not financially quantified measures they 
can be rated to give relative comparisons of 
status or progress. 
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A. 


2 . 


4 , 


Viablli ty Criteria 
Quantifiable Financial Measures 

Definitions 


The nett economic activity generated 
by the co-operative itself (excluding 
the effects of CDP funding) in terms 
of analysis of the past as well as 
projections as to the future, both 
in terms of profit and loss as well 
as cash flow figures. 


Nett profitability (no funding inclu- 
ded in calculations) . 

As percentage of sales. 

Return on funds employed. 

Distance from break even point on 

profit and loss and on cash flow 
projections : 

In time. 

Measured as percentage of present 
sales revenue to revenue 
required to break even. 

Measured by further support 
required from Government to 
reach break even - currently 
committed. Or, 

- supplementary funds potentially 
required. 

Dependence on Government funds from 
all sources. 

As a percentage of all income. 


Application of Ministry (or all 
Government ) funds to fixed assets 
(percentage of total) . 

Current pricing policy - 

relative to market competition 

- Total and percentage 
difference between 
current prices and 
market competitors 
prices 

relative to marketing strategy 
relative to overhead recovery 


Explanation of what is 
Measured 


Unless one knows the true nature, 
’base line* size, dynamics of the 
organisation one is looking to aid 
and the relative size of aid to 
the organisation’s own activity the 
one may not be aware of consequen- 
tial effects (e.g. large aid 
to small core of activity could 
distort the business) . 

How was the organisation doing 
before (or without) funding 
(also how would it do in the 
future without funding) . 


A measure of relative progress, 
taking break even as a step on 
the way to full economic 
viability. 


A measure of how much control, 
influence, ’ownership' as elsewhere 
outside the co-operative. (This 
can depend on their nature; grant 
or interest bearing loan) . 

There is a very different picture 
if money goes straight through the 
organisation as expenses or has 
created assets. 

Indicates possible existence of 
subsidisation of customers. 
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A. Quantifiable Financial Measures Continued 


Definitions 


7. Payment of Award rates or market 
competitive rates . 

Total 

Percentage difference 

8. Solvency and credit control. 

Ratio of creditors to 
debtors . 

9. Fixed and variable overheads 
control 


10. Potential Impact 

if no Program funding 
was made , 

if halting Progran funding, 

more generous funding 
was provided , 

funding by repayable loan 
on favourable terms. 


Explanations of what 
is Measured 


Indicators possible existence of 
a degree of self-exploitation 
in the form of subsidisation 
of the organisation by its 
employees. 

Mr. Micawber's principle "Income 
20 shillings; expenses 19/6; 
result happiness. Income 20/- 
expenses 20/6 * result misery" 

The degree to which the organ- 
isation can alter some key cost 
parameters. Without measurement 
there is little prospect of control. 

Alternative hypotheses which 
highlights the degree of overall 
viability. 
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Limited equity and an inadequate 
capital base are frequent, problems 
o £ c o - op e r a t i ve s » 

This reflects potential for over- 
co mi n g t h i s p rr >h I e m . 

Ditto plus dependence on Government 
funding , 

Obvious , 


First p ar t iso b v i o u s , s e co 1 1 d p a r t 
is concern for current or future 
r e 1 a t i ve co mp e t i t i ve n e s s c . t t \ \ e 
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An essential p re re qui sit e bu t 
depends heavily on human perception 
an d i n g e n u i t y . 

Creation of demand tor goods or 
s e rvi ce s i s mo re ch a 1 le n gin q tir . n 
their supply. 

Obvious . 


Necessary to generate a future for 
the organ is at ion . 

S ur vival not profit maximisation 
is the key aim. 

To survive requires some surplus 
(left over) money for re-equipping, 
launch of new products, to counter 
inflation, to re-skill or what- 
ever else may be needed to survive 
e conomi cal 1 y , 

Most co-operatives are new 
businesses. Keeping out of trouble 
at the early critical stages is 
e r u ci al . The esse n ce i s a pp 1 i e d 
commonsense and good general 
un de r s 1: an ding. 


Centripetal factors holding the 
group from disintegrating. 

As ah uni an g ro up , t he s e q u a 1 i t ; ^ s 
are needed to generate a fu ■*:* 
for the group as a group. 
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7. VIABILITY 

Soci al A ims _urui S£oai Lyjr/ 

Is a term we have devised tc> cover Ui i o r t sanitation of co-operative' 
form (worker, consumer p Aoucer, weather community backed or not) , 
which is:~ 

Ope rating below economic viability now and has severe 

restraint on potential to achieve economic viability 

in a specified time span into the future * (E. g. two years?) 

Overtly setting as priority an aim of conveying 
a benefit (lower prices, better services or whatever) 
to s ome th i ro p arty ( n c r ma 1 1 y e a s tone r s , a r s upp 1 i e r s ) . 

Capable of producing convincing arguments that the 
recipients of benefits are worthy of support which the 
cooperative will transmit from donor (Government) to 
recipient . 

In all other respects operating on cost minimisation , 
productivity, organisational effectiveness policies 
acceptably compatible with democratic decision-taking. 

i . e . Th is concept ? - 

Accepts that a degree of responsibility , 
authority and accountability will be shared 
between cooperative and Government, (but 
should be minimal intervention) . 

Is based on the principle of shifting from 
hid d e n subsidise t i on t o o p e n , c a 1 c u 1 a i e d 
and controlled subsidisation by the 
Government nung the cooperative as an aid 
di s t r ibut in g in termed! a ry . 

Criteria for support of the aid recipient 
will also be r en de re d an o ve r t issue an d 
policies will be established to allocate 
scarce rivnds. 

Concern for business efficiency by the 
cooperative will remain undiminished. 

This option is a short to medium expedient 
until the organisation gets under way or evolves 
into some other form. 




There is a risk that in attempting to define an organisational form and 
situation that has occurred in the Program we imply approval or disapproval . 
We do neither, we seek to define possibilities more accurately. 
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8- ^UB -OPTIMAL OPERATION 'Closely allied to ‘social viability 1 

but does not necessarily follow) . 

This term is used to describe a situation where the business often 
exhibits the following characteristics : - 

Overall performance is such that continued injections of 
funds are needed to keep it going. 

There is inadequate working capital , cash flow problems , poor 
debtor and creditor control, poor financial management and 
lack of systems . 

Pricing policy is below market potential (often as a deliberate 
policy of subsidising customers via a cheap service) . 

Possibly because of commitment to serve customers, or possibly 
because sub-optimal operation leads to poor usages, employees 
engage in self exploitation and subsidise the business (often 
they see the connection with pricing policy and view it as a 
contribution to the customers not the business) . 


The result is an unrecognised, 1 leaky bucket 1 situation Government 
money is put in, most goes on current revenue expenditure and not 
as assets (investments), so it leaks out. The subsidised customers 
may, or may not, be in line with Government policies on assitance 
to particular groups. Progress to business viability is delayed or 
p o s tp o ne d indefinitely. 


OTHER DEFINITIONS 


Other terms such as validation and evaluation are defined in the 
section of the Report on Proposed Methodology and in the section 
on Cost Benefit analysis. 


CONCLUSIONS 


Virtually the whole section embodies conclusions but we highlight the 
existence and the need to apply the following concepts in policy 
formulation: - 


1* The principles of independence and accountability and their 

incompatibility with independence of Government funding. 

2. Significant differences in types of co-operatives and why 

'community based co-operatives' are often a transitional 
phase only unless members derive a direct economic benefit 
or service. 
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CONCLUSIONS . Continued * 


3. The importance of adequate equity formation and expansion as a 
survival requirement cf co-operatives. There is a need for 
education and for a Common Ownership Fund along NSW lines, 

4. Co-operative structure certainly involves industrial democracy 
at Board policy-making level, it need not imply other forms 

of industrial democracy (representational or participative) and at 
decidedly does not automatically mean a collective decision-making 
approach at all three levels, policy, executive and work organis- 
ation . 

5. There is a need for a legal framework to suit co-operatives 
particularly worker co-operatives, 

6. Industrial democracy means decision-making within normal financial 
and other constraints, it does not refer to open-ended situations 
where external funding cushions the hard choices. 

7. Economic viability can be described in terms of conditions that 
exist when it is achieved. A set of 1 indicators r ; viability 
criteria are provided which can be used to identify organisations 
for possible funding. They can be used to assess the potential 
of that organisation and to measure their progress. 

8. To cover organisations that do not aim to achieve economic viability, 
which have a valid reason for continued operation as an aid distributor 
and may represent a desirable target for funding in certain cond- 
itions ; - 

They should not be funded on the basis of so called 
" co-operativeness" . 

They 7 should be catered for by an appropriate Program with 
guidelines aimed at cost minimisation and benefit maximisation. 

The end recipients of aid passed on by such a body 
should be overt and recognised. The amount transmitted 
to them should be set by overt Government policy, direct- 
ed, planned, measured and controlled. 

The social or other ends they seek should be funded by 
the relevant arm of Government and the funding should 
not be based on the fact that the intermediary has a 
degree of co-operative organisational form. 

9. Government should aim to avoid hidden subsidisation and should 
subsidise directly on known accountable political grounds or 
not at all. 
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BASED ON ANALYSTS 


' O -OF ERATIVBS 1HDIV I. DUAL REPORTS 


M atch to P rog ram Guidelines 

xt; quick!/ became apparent than Program guidelines had been 
relaxed to the point that on 3 y a small minority of co-operatives 
ar*e within the original guidelines. This is acceptable in a formative 
experimental stage, but needs to be sorted out for the future* 
Otherwise the scope Js so wide that the organisations are funded 
on the basis of the ends they seek to achieve (e.g. tree planting, 
better community radio) and not on any known definition of being 
a co-operative that we can find. Put another way, one could perhaps 
plant more trees, run a better radio service by funding a supposedly 
autocratic organisation which might in reality be run on more open 
lines than some of the co-operatives we observe in the Program. 


2 . Critical Issues 

The critical issue turned out, in our perception, to be clashes of 
priorities on aims; not clashes of airr with aim* 

The supposed or formal nature of the organisation as a co-operative 
(abiding by the strict definition) could be genuine or a secondary 
issue to some other priority e.g. supplying the *gay* community with 
cheaper printing. This priority on use of a mix of aims could * 
radically alter the de facto nature of the organisation e.g. to become 
an aid distributor in seme 'degree of co-operative form. 

Is co-operation the aim, or a guise for some other aim? 

Attention to the strict definition of a co-operative as owned and 
controlled ( M in full" implied) by the members is all important* 

Seme argue for 'co-operatives' as dependents: attached to Government 
indefinitely for social aim reasons. We do not accept this as realistic 
or desirable. The organisation ceases to be a co-operative. 

There is every evidence round the world and over history that co-operative 
have been autonomous independent member owned and controlled organisation. 
VJe can identify no circumstances to make Australia or Victoria an 
exception , 

However, if there is a policy of using some semi co-operative body as an 
intermediary to pass on aid to sectional interests in the economy 
then this should be overt, planned, measured, controlled and directed 
so that Government sets the parameters knowingly and is not providing 
hidden subsidies on a false basis to intermediaries who may or may not 
bo an efficient and effective nears of conveying aid to the recipients. 

*NB: The tables referred to in the text are at the end of the chapter. 
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4 * Le galiti es and Program Guidel ines on Registration Continued.,. 


This is the subject of comment elsewhere * Some of those not registered are the 
new entrants. Equal] ■ some of chose registered an c a -operative o are It 3 
" co -ope native fl in de facto terms than registered as Pty, Ltd. companies. 

One has to look below the formalities to the actual operating reality „ See 
the Table headed 'Analysis of Dates Funded and Registered as a Co-operative " . 

5. Un typ ical Mix 


We then looked at how typical a mix the funded group might be as regards 
t h e g e n e r a 1 e e o n omy . 

Essentially they are most untypical in that the mix of co-operatives funded leans 
towards r -• 


and is not 


very small business - larger businesses (the exception 

is Bendigo,, a customer based, 
atypical co-operative) . 

labour intensive activities - capital intensive 

the service sector - manufacturing (one only) 

communication - f hard* core business commodities 

city and country town - rural 

This correlates with a tendency to be middle-class radical in levels of education, 
articulation, communication, and to some degree aspirations for social or 
political change (but. not well off financially) . As with the early stages in 
New South Wales, there is a leaning to the alternative life-style viewpoint, 
rather than pure traditional working-class Labor movement aims, aspirations, 
attitudes and values. This is a matter of subjective judgement but is strong 
enough to have been commented on in the Minister’s speech of February 12th, 1983 
on Employment Training. 

6. Shift to Worker based control 


There is a tendency for co-operatives founded as community based bodies (often with 
job creation as priority aim) , to evolve into worker co-operatives on a de facto 
basis even if not formally restructed. On the other hand, worker co-operatives 
remain as such. We suggest that lack of firm economic interest in the community 
co-operatives and lack of day to day involvement by members, prompts this shift, 
except with broadcasting organisations where members perceive a direct benefit 
from a better service. 

Available Skills 


A common element in many co-operatives studied is the initial lack of relevant skills 
available in the workers 1 employed/involved. The cohesive force in the groups drawn 
together into a co-operative venture is, in the main, a response to a perceived 
social need - communication, unemployment or conservation, for example. Typically 
the group members are dedicated to the end but have limited, if any experience or 
knowledge of the means. The most obvious lack is in technical knowledge. An 
appreciation of the process of business management in a co-operative is usually absent 
Financial planning and control is another area in which co-operatives lack expertise 
at their inception, and despite the efforts of their public accountant and the 
co-operative support units this handicap persists , This matter has serious 
implications in the structure and provision of advice and training. It has major 
implications for expectations on progress to viability. 
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1 a , [je p en d one" / a- : d Ac co untab ill tv 


bany of currently funded co-operative groups started with or give highest 
priority to ar end of some i dec loci cal /social /economic aim to which they 
wish to amt id hute. There is no quarrel with the aim as such, our 
co n c e rn i - v 1 1 h V. > i ^ .1 mo a c t o f in a r p i -r > ri tv o ve r others* 

They adopt v as r. moans to that or some commercial or semi" commercial 

venture, ore easier thing to co is to supply goods or a service, there is 
little orientation to generating demand to buy it. They offer we at they 
wish to sell or provide other than selling what the marketplace wishes to 
buy * 

Next, they are often ideological Ly opposed, to capitalism and/or have 
no 3 i gn i t i e an t u nder st andin a o f ]:• vs i nes s e eonomi cs » 

This Jeadi to a confusion ot the concept of capitalism with the concepts 
that apply to running a business whatever its structure, ownership or 
aims, They do not recognise that efficient business practices are a 
neutral me tbod.ol.ogy and not an ideology* 

This leads to views that. • -;o have to cto it differently 1 , this throws 
the good out with the bad, e.g. They reject specialisation of function 
and fail :o distinguish between types of decisionmaking with a co-operative 
in favour of open participation by all* Some push this to a form of 
collectivism where all members have a say on all issues at all times. 

To a dee ret. rhey have been given latitude in this by the CD? is the 
guidelines now raven fe taxed to allow emphasis on some aspects of 
co- ope rat 1 vonass at the expense of long term job creation which 
demands strict attention to independent economic viability, i.e. ownership 
an a co n t to i b v me mb e r s , 
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15. Dependency and Accountability Continued,, 

2. If the groups they subsidise are really deserving, then their 
case should stand on its own merits and be directly subsidised 
by the Government and not indirectly via the co-operative. 

3. 'Sufficient surplus' (not necessarily distributed as a profit) 

is essential for future expansion, investment and insurance against 
the inevitable rainy day problem. 

.j _Li ddeii sub s idie s : 

The term is used in the economist's sense. It implies no 
suggestion of deception, merely that the subsidy is not 
overtly accounted for in operating costing, revenue and 
profit and loss accounts. 

To a degree, we have found that the reality of what is happening 
is not revealed as funding submissions build-in anticipated Government 
revenue. If one strips out this artificial padding, one finds a much 
more limited core of economic activity generated by the co-operative's 
own efforts. If this is not actually or potentially sufficient 
to generate break even results, adequate cashflow, sufficient surplus 
etc., then the likelihood is that the organisation will become a 
dependent of the Government. 

The provision of Government funding would allow the group to continue to 
exist, but 

The submission and monitoring process has soaked up scarce time 
and energy, better directed to sales effort. (Supply is usually 
easier to create than demand, hence so many are over-stocked 
businesses or under-used services) . 

Instead of facing the issue of becoming entirely independent, autonomous 
worker owned and controlled businesses, some groups argue:- 

1. Their raison d'etre, the end they exist to serve as a priority 
is 1 a good thing* , by supporting this aim they deserve support. 

2. Co-operation of itself is quite sufficient justification for 
funding indefinitely. 

3. "Viability does not mean an end to Government funding", (sic). 

We see these arguments as lacking logic, force and conviction if we are 
dealing with Government policies aimed at creation of co-operatives 
which abide by the internationally accepted definition of a co-operative. 

We know of no other definition which will fit these cases of dependency 
unless one relegates the co-operative aspect of their character to second 
place and describes them as, e.g.; 

"aid distributors in co-operative form" 

"job creation schemes in co-operative form" 

"employability enhancement schemes run on co-operative lines" 

Where co-operative "form" or "lines 1 means having some but not all of the 
characteristics of a co-operative. To cover the group, for brevity, we 
devised the term "social organisation" used elsewhere in this report. 
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16 „ Conclusions on Dependency and Accountability 

i* Unless the problem of croups of giving priority to secondary aims, 
rather than full co-operative principles, is re cognised and handled 
m overt fashion, then mere is no way one can check that resources 
supposedly allocated to promote co-operatives per se, are not in 
reality supporting their suppliers or customers (good, bad or indifferent 
a c co c d i n g to v i ewpo.i ritj . 

2. If allowing groups adopting a nominal show of co-operative structure 
to obtain resources on une basis of serving some sectional interest, 
then : a) Economic viability may well be delayed or Impossible 

h } The (bvertnent is not controlling the amount, nature or 
appropriate distribution of the aid in target ted , planned 
fashion, 

c) Encouragement is given to inefficient: priorities, a 
false pi ct u re o f e conomi c ci rcums t an ces , a de gre e of 
illusion and lack of realisation on the part of some of 
co-operative members. The result is the creation of 
attitudes and patterns of behaviour tending towards 
pe rpe t u at i ng depen de n cy * 


1 7 , Reco i mnendat ions 

1. If funding eo- operatives , then do so strictly on 
their own principle of member owned and control Led. 

2. Avoid dependency creation in the nature of accounting, 
monitoring, provision of the funds, provision of support 

resources . 

3. As a key mechanism, lend money on favourable terms but 
generate ‘an obligation to repay, commitment to economic 
viability, independence, self direction, ownership and 
control on the part of the co-operative. 

1 7 Co nclusions on Issues ar ising from th e Fun d ed Co - oper ati ves 

1. The true nature of organisations is determined by the 
priority on aims. 

2 , Formal and de facto aims differ. We must go by de facto 
aims . 

3. Concepts of economic viability can be used to assess 
or q a n i s a t i on s . 

4, The lack of an appropriate legal framework for worker 
co-operatives particularly requires attention. 

5.. The lack of typical examples of "ordinary” industry 
or commerce makes extrapolation of lessons to such 
organisations difficult, if not impossible. 


Crmckshank Management Resources Pty Ltd. Inc. in N.S.W. 


78 . 


transitional phase for many who become worker 
co-operatives (the exception being organisations 
providing a direct community benefit) . 

7. Growth problems from lack of skill create a need 
for the support services to be strong, well 
positioned and effective on the basis of the 
staff* s past achieved results to act as a 
counterweight . 

8. Lack of conversion experience (Backyard’s history is 
a minor, perhaps overlooked exception) limits comment 
on this subject. 

9. Worker co-operatives exist and form a possible 
nucleus of a Program. 

10. There is a problem of hidden subsidisation. 

11. Consumer based co-operatives who are likely to stay 
in that form and who could form a basis of a general 
program exist in the CDP. (Alternatively, comments 
on funding from other sources apply.) 

12. Some co-operatives face severe threats to economic 
development. 

13. Some co-operatives (in Program as ’’Leader of Last Resort 11 ) 
should not be funded by MEAT. Ideally they might 

be funded from other Government funds. 

14. The standards achieved reflect the inadequacy of support 
services . 

15. Dependence and accountability needs to be addressed by 
policy decisions. 

16. Employee relations showed strong positive results. 


These issues are dealt with in more general terms in the section of the Report 
on the evolution and validation of the CDP and are discussed in Policy Options. 
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Tables referred to in the text of this Section 


Table 


1 CO-OPERATIVES PROGRESS 

2 THE NATURE OF FUNDED CO-OPERATIVES 

3 HISTORY OF FUNDED CO-OPERATIVES 

4 ANALYSIS OF DATES FUNDED AND REGISTRATION 
AS A CO-OPERATIVE 

5 ECONOMIC VIABILITY MEASURED BY BREAK EVEN 
POINT. 
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TABLE 3. 


HISTORY OP FUNDED CO-OPERATIVES 


SEQ. 

NO. 


Commenced 

Operations 

First 

Funded 

Registered 
as a Co-op 

Period 

in 

CDP mths 

s 

l 

± . 

3 acky ard 

1977 

1/83 

8/81 Pty. 

Ltd. Co. 

17 

2 . 

Ballarat 

1978 

4/81 

1/81 

25 

3. 

i 

Bendi go 

1977 

10/82 

2/77 

7 

4. 

Brunswi ck 

1981 

4/82 

4/82 

13 

5 * 

Correct Line 

1980 

11/81 

8/81 

21 

i 6. 

i 

Franks ton 

1979 

2/82 

2/82 

15 ! 

7. 

G ay 

1979 

3/83 

Not reg. 

2 

8. 

Geelong 

1980 

12/82 

Not reg. 

5 i 

9 . 

Goldfields 

1977 

2/82 

8/80 

15 ! 

10. 

Hod. j a 

1979 

4/82 

10/81 

13 ! 

11. 

Loch Ard 

1979 

6/81 

2/ 80 

2 3 . | 

12 . 

Mary ho rough 

1978 

3/82 

12/78 

i 1 

14 

13. 

Open Channel 

1976 

3/82 

7/76 

14 ! 

14. 

Public Images 

1981 

1/82 

8/82 

j 

16 

15. 

Stawell 

1982 

1/83 

Not reg. 

4 

16. 

Sybylla 

1976 

4/82 

7/76 

13 

i 

17. 

3 PBS-FM 

1977 

4/83 

8/78 

1 

18. 

Turkish Women 

1982 

1/82 

Not reg. 

16 

19. 

W aii de r food 

1981 

3/82 

10/81 Pty. 

Ltd . Co . 

' 14 

| 
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TABLE 4. ANALYSIS OF DATES FUNDED AND REGISTRATION AS A CO-OPERATIVE 


SEQ. 

NO. 

Name 

Date First 
Funded by 

CDP 

Date 

Registered 

1 . 

Backyard 

March 83 

Not 

2, 

Ballarat 

March 82 

Jan 81 

3. 

Bendigo 

Feb 83 

Feb 77 

4. 

Brunswick 

March 82 

April 82 

5, 

Correct Line 

June 82 

Aug 81 

6 . 

Frankston 

Feb 82 

Feb 82 

7 . 

Gay Comm. 

March 83 

Not 

8 . 

Geelong 

Dec 82 

| Not 

9 * 

Goldfields 

Jan 82 

Aug 80 

10, 

Hodja 

Apr 82 

Oct 81 

11, 

Loch Ard 

March 82 

Feb 80 

12. 

Mr rybo rough 

March 82 

Dec 78 

13. 

Open Channel 

March 82 

Jly 76 

14. 

Public Images 

Jan 82 

Aug 82 

15. 

St awe 11 

Apr 83 

Not 

16. 

Sybylla 

Apr 82 

Jly 76 

17. 

3PBS-FM 

Ap r 83 

Aug 78 

18. 

Turkish Womens 

Jan 82 

Not 

19. 

Wanderfood 

March 82 

Not 


NOTE: 6 not registered (Turkish Women's = Feasibility 

Study only) * 1 registered after (> months of funding 
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VALIDATI ON O F T HE PROG RAM 

(N.B.: the first 2 pages are a repeat on the Section on Conclusions 

and Recommendations, included for completeness of the Validation) . 


OVERALL IMPACT OF THE PROGRAM 


If we look to the cost benefit analysis the results are hard 
to judge as yet, A normal pattern of events is for benefits 
to accrue at an increasing rate over a number of years 
following an investment ; with the largest benefit amounts in 
the later periods. 

Here we are measuring the results virtually within a year of 
making the investment and the corresponding returns understate 
the likely outcome given longer time to accrue. 

Nevertheless, the CDP has, 

Kept in being a significant number of jobs. 

Created direct and indirect additional full-time, 
part-time and casual employment for a smaller number 
of persons. 

Generated greater economic activity. 

Kept a sizeable number of persons and their 
dependents in economic circumstances at least 
above a line where they would otherwise have 
become a potentially heavy charge on social 
services of all kinds. 

Generated direct and indirect tax income for 
Federal and State Governments. 

On the negative side, the choice of projects has not been strong 
in creating new business as opposed to competing with established 
businesses , 


The standard of business skills developed is low and the result 
could potentially have been much greater had a higher calibre of 
support resources (not money) been provided. 


We have commented on the progress to viability of the individual 
co-operatives. A number are well on the way. A number are 
struggling and some never set out to achieve it or did so in 
unproductive ways. We believe the proposition making progress 
could be increased with proper support and more business oriented 
attitudes. This does not imply any shift away from co-operation 
properly defined. It does imply a shift away from dependency. 

Future results wi 11 largely hinge on whether this policy issue is 
addressed and how affectively it is implemented assuming it is taken 
up . 
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OVERALL IMPACT OF THE PROGRAM Continued., 

The degree of dependency on Government funds has been too great 
and may continue to be so if allowed. Too much stress has been 
laid on grants (including loans with a moratorium on interest) 
instead of interest bearing loans on favourable terms. (The 
significance of this differences is best seen by looking at N.S.W. 
experience) , 

The lack of grasp of viability issues by co-operatives has been 
compounded by the nature, level and structure of support services. 

As regards skills in co-operatives, the results have not been as 
good as could have been achieved had business skills been seen as 
a basic necessity on which to build a co-operative approach rather 
than, as seen by some, alien ideas to be rejected. 

The supposed hostility of the business scene is a problem of 
two derivations :- 

1. Co-operatives by their very structure have equitv base 
problems. In turn this causes them to run into 
difficulties when approaching financial institutions who 
apply the normal rules of looking for security. 

It is not that they apply stricter or different rules, 
just that co-operatives have a stiffer task to face in • 
meeting them. 

2. The second issue is one of perception, defensiveness, 
alienation and defeatism by those who found co-operatives, 
often as a reaction to harsh experience in unemployment 
or the regular workforce. They tend to project their 
feelings on to others and expect attitudes or reactions 
that do not exist or are not nearly as strong as they 
think . 

Objective One 


As regards Objective One of the Program, the impact of co-operative 
style or viability was tc be examined. We have done so in a practical 
way with each of 18 co-operatives. The results are mixed. There 
are enough lessons to be learned and positive indicators for us to 
say that the two can be compatible if non-dependency attitudes and 
policies prevail. 

The question of whether co-operatives are artificial creations 

is answered in the section on Individual Co-operatives 

but can be summarised by saying authentic co-operatives adhering 

to the strict definition are not; those seeking money for different 

priorities may well be artifically donning co-operative guise. 

Similarities and dissimilarites of co-operatives was to be scrutinised 
which has been done in sections on Definitions, Cost Benefit, Conclusions 
on Funded Co-operatives and not least in the Individual Reports. 
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Obj ect ive One Continued. , 


Benefits from social activity have been commented on. The benefits 
being aided by those organisations benefitting for subsidies are 
beyond our scope to assess. 


The issue of whether co-operatives are a product of recession is 
interesting. The short answer is that recession certainly triggers 
greater interest. The implication that co-operatives may spring 
up, wither and die if and when better circumstances return is not 
accepted. Given certain Government support, not least a legal 
framework, fund or bank, and a minimal but suitably skilled support 
structure there is no reason why they should not become as well 
established and significant a sector of the economy as they are 
i n other conn tries. 


We have addressed the issue of the priority to be given to economic 
viability in the secticr on dependency. We believe that co-operative 
principles, self protection and survival for co-operatives, long 
term development, insulation from political change and economic 
comraonsense ail point to the need for viability to be priority. 


Ob j e c t i ve Two 

(The effective integration of training and social resources etc). 

We examined the CDP itself in terns of 

Funding - nature 
amounts 
timing 

financial controls 
Dependency creation 

The Ministry and administrative matters 

The Business Advisor 

The Education and Training Unit. 

Perceptions by the Funded Co-operatives Themselves. 

In overall terms we have expressed grave reservations about the nature, 
adequacy, framework, operational policies and, effectiveness of these 
support services. Some have been dealt with in detail elsewhere. 

Others are the subject of the following comments. 
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Objective Two Continued., 

Program Structure 

The organisations and individuals involved in the structure are 

currently 

The Minister 
The Ministry 

Program Co-ordinator and staff 
Funding Committee 

Business Advisor (located at the Federation) 

Education and Training Unit of 2 (located at VOC) 

Between the six parties we have observed problems of lack of: 

the right resources /enough resources 
a set policy freimework 
a co-ordinated unified organisation 
long term continuity of operation 

There are a set of relationships ir existence between these people 
which can be shown in the following diagram:- 
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Two- way _Re 1 ations h i p - Problems _I denti f ied 


Relationship 


Problem 


1. Program monitoring system, 

2. Program policies, 

3. Program Funding Committee 

4 . Program Support Staff aid 
to Co-operatives. 

5. Co-opratives relations to 
Ministry and Treasury. 

6. Co-operatives customers. 

7. Co-operatives direct 
access/influence via Minister, 

8. Program policies and 
interaction with role of 
support staff. 

9. Support staff - Funding 
Committee 

10. Program Management and 
Program Policies. 


Problems and Issues in more detail: 


1. Program monitoring 


2. Program Policies 
relative to 
Co-operatives 


Dependency creation. 

Co-operative 'fit* within them. 

Impositions on Co-operatives, 

Problems of calibre, resources, 
passiveness of approach, etc. 

Money and timing. Dependency creation. 


Hidden subsidies - amounts - nature. 

On their submission, treatment, 
priority etc. 

What kind of Program, what kind of 
expectations, workload level etc. 


Problems of potential conflict 
of interest and roles. 

Running what has evolved rather than 
possible higher priorities they would 
prefer to address. 


Issues 

Raises issues of dependency creation. 

Lack of resources and skills to supervise 
organisational development causes 
worsening problems of accountability 
as the size and diversity of the Program 
increases . 

Policy needs to be set more firmly to 
encompass a set type on range of 
co-operatives. The continuance of this 
experimental stage has definite risks. 
There are a number of potential major 
problems waiting to happen, in our view. 
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Problems and Issues Continued. , 


3. Funding Committee 


4. Support Staff 


5. Co-operatives 
relations to 
Ministry 


6. Co-operative and 
Customers 


7. Co-operatives 1 access - 
to policy level 
lobbying 


Issues 

This has an unclear role; conflicting aims 
as presently constituted; conflicts of 
interest for members; a lack of venture 
capital, banking, entrepreneur and 
general management skills. 

The relationship to the co-operatives is 
unduly bureaucratic and lacks business 
sensitivity on issues of scarce funds to 
meet cash flow needs, long term continuity 
of policy, conflict between deciding 
submissions on their individual merits 
or allocating scarce funds. There is 
also a lack of clarity as to whether f undine 
is for co-operative character or social 
aims , 

The relationship is seen as rosier from the 
supplier view£>oint than from tine 
co-operatives . 

The credibility, calibre, skill level, 
orientations, availability, effectiveness 
and contribution of the Business Advisor 
and Education and Training Unit wore the 
subject of critical comment. 

This has * love/hate' elements to it. 

They love the money but not the rules 
constraints and administrative problems 
that go with it . 

To a five man firm, spending several hours 
a week on liaison and data preparation for 
Ministry agencies on hefty imposition 
using up a scarce resource, managerial tome. 

We have commented on hidden subsidies and 
conflicting priorities elsewhere in this 
Report . 

There was evidence in the files of this 
occurring to a small degree and funding on 
social or other grounds for co-operatives 
outside the formal Program guidelines can 
be seen from reference to Individual Reports 
The experimental n iture of the Program has 
allowed this in the x^&st. 
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Problems and Issues Continued* , 


Issues 


8* Program Policies 
and Support 
Staff 


9. Support Staff to 
Funding Committee 


10. Program Management 
and Policies 


There is a lack of effective direction, 
integration, leadership and drive if 
the Program is to make major renewed 
progress or lead to new initiatives so 
This is an aspect to which our attention 
was drawn and which is the subject of 
recommendation . 

The role of the Business Advisor in 
counselling co-operatives on submissions 
then acting as an evaluator or assessor 
for the Funding Committee was the subject 
of question; not least by that person* 

We perceive that there is a definite 
issue to be resolved as to the extent 
to which policies are set for tie Program 
and its management and the extent to which 
there is a need for firm defined guidelines. 


Business Advisor and Education and Training Unit 


We were asked to assess their role, contribution and impact. , be- .ring 
in mind the date of their appointments in the Program and opera! i ng 
constraints. A significant factor is their dispersed location 
and attachment to the different, organisations ‘(The Federation of 
Victorian Co-operatives and VOC respectively) * 

Having said that, there has not been the resources to provide policy 
leadership, guidance and supervision to concentrate effort where 
best required. 

That is not to say that the persons have not been well' motivated , 
hard workincr, effective in the chosen parts of their roles and 
have done good work * 
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VALIDATION OF THE PROGRAM 


Business Advisor and Education and Training Unit Continued. , 


The raison d 1 etre of these services is to assist in achieving the 
Program aims. Our views , arising from the thorough examination 
of 19 co-operative case studies / is that they have not effectively 
addressed the issues. 

In particular 


1 . They have not been effective in assisting 
co-operatives to 

avoid growth problems. 

overcome managerial limitations. 

face practical realities of marketing and selling 
cost minimisation, productivity, effective financial 
controls and planning, pricing policy, growth stages 
and the equipping of staff with practical skills. 

2. There has been too general an effort, with poor 
productivity, caused by allowing poor performers 
to soak up time unduly. 

This was perhaps justified in the early stages of 
the Program or on first entry, but is not a good 
operating approach for fairly costly services on 
a longer term basis. 


In evaluating their performance we have paid attention to; the fruits of 
their actions; the history of involvement on their professed aims; as 
well as actual performance. The individuals were interviewed by team 
members and a number of issues can be highlighted. 


1. Consultants are in a fairly advantageous position to evaluate 
the performance of persons providing consultancy advice and 
support services to a range of organisations. We formed a 
disappointing picture of what had, or had not, been achieved 
in the time these services had been in existence. 


2. For fairly substantial sums expended, the Ministry is not 
obtaining value for money, both directly in terms of 
achievement and indirectly. There has been limited capacity 
to direct funded organisations to an adequate standard of help. 
Marketing advice provided by one particular firm of consultants 
is notably off beam, essentially because they have been used 
outside their field of competence. Professional accounting aid 
to co-operatives is excessive relative to their size. Figures are 
shown in Table A in Costs Section of Cost Benefit Analysis. 

Overall the disappointing progress of many co-operatives is to a 
degree a function of the limited support received. 
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Business Advisor and Education and Training Unit Continued., 


3. The Program Co-ordinator highlighted the problems of split location 
inadequate resources, problems of competing priorities and the 
shortcomings of the co-operatives, so the problems were known and 
recognised. There was a marked lack of effective effort to plan, 
organise, direct and control the support services effectively. 
Hence, Objective Two of Program aims was not effectively addressed 
and was not achieved. 

It may be argued that these units were independent activities 
but, even so, greater informal leadership could have been extended. 


4. During the course of the Program the consultants identified a 

significant error in the accounting figures supplied by Loch Ard 
where a complete line of figures in the balance sheet had been 
transposed. This had been before the Ministry for some time and 
the Business Advisor was in attendance on that organisation at that 
period. More seriously, analysis showed every indication that this 
co-operative was making highly unrealistic projections of growth 
and viability showed every indication of generating losses in the 
order of $60,000 to $100,000 a year. The Business Advisor had not 
identified and drawn Ministry attention to the issue in specific 
terms and was expending effort on human organisational problems. 

The fact that the Ministry has since taken action on the funding 
of this organisation reinforces our view that the Business Advisor 
has not been providing the level of professional service necessary. 

The poor track record of economic realism of Loch Ard 1 s past 
business record should have been warning enought to look hard at 
that aspect. The same sort of comment can be made about many of 
the other funded organisations . 

The Education and Training Unit has recognised its problems and 
limitations in its own recent submission at the Ministry. 
Unfortunately instead of coping with and overcoming the problems 
the solution advocated is to withdraw from the problems of field 
visits . They also propose doing what should have been done from 
the start. We do not see this as acceptable. The fault lies not 
with hard working, sincere and well motivated people but with 
those who appointed them to tasks beyond their capacity. 

The lack of training in training and practical experience and skill 
in the basic business activities which are so inadequate in 
co-operatives. They have concentrated on the 'Education' part of 
the role whereas the more difficult and necessary ' Training 1 part 
has been neglected from lack of skill . 
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Business Advisor and Education and Training Unit Continued. , 


Conclusions 


1* The poor progress of co-operatives on basics such as 

bookkeeping, record systems, basic business organisation 
all point to inadequate action by the two units* The 
problem of tax on grants as income could and should have 
been seen by them* 


2. As regards Educ£ition and Training we would focus on the 
proposal to decrease field visits and the comments on 
the resistance of the co-operatives as being the wrong 
response to the challenging task of winning acceptance 
and credibility for consultancy services. 


3. As regards both services our professional assessment is 
that even with a much greater degree of leadership, 
direction, supervision and coaching they would not rise 
to the standard we see as being necessary to support 
the co-operatives in a reasonable period of time. 

That is unfortunate, but a necessary conclusion we 
cannot avoid. 
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VALIDATION OF THE PROGRAM 

CONCLUSIONS AND RECOMMEN DAT EONS 

If our proposals for a CLP are accepted, or if a Program or 
Programs continues under Ministry direction we see the need 
for : - 

1. An integrated approach with a unified service 
operating from one location. 

2. A shift in emphasis and an upgrading of calibre 

of staff is required to meet a more exacting standard 
set by more strictly defined Program guidelines. 

This would place greater emphasis on guidance from 
persons of business successful! accomplishment. 

In this area the guidance must come from those 
who have been a success in the hardest aspects of 
building a new enterprise. 

Second Part of Objective One 

{use of unused or under utilised community assets). 

The use of such assets is a relatively minor aspect of the 
co-operatives. There are examples where the provision of such 
help is critical to the organisation; 

e.g. low rental premises to Maryborough 

free use of a radio mast location, etc. 

The examples are all given in the Individual Reports but we could 
see no pattern or no general lessons to be derived to justify 
further analysis. 

We do comment on the issue of access to resources in the section on 
employability enhancement schemes. 


Overall Conclusions on Validation 


The Program was experimental and produced mixed results. 

There are sufficient positive results to advocate further Government 
support, in our view, but the Program (or Programs) need to he 
formalised with stricter observance of clearly set guidelines. 

A number of potential lines of action have been presented, not 
least on employability enhancement. 

Viability criteria provide a mechanism for identifying, selecting 
and monitoring funded organisations, whether aiming at achieving 
economic viability or continuing in a dependency situation. 


Cruickshank Management Resources Pty, Ltd. Inc. in N.S.W. 




109 . 


S ectio n Twelve 
E VALUATION OP THE PROGR AM 


Were the right objectives set in the first instance? 


OUR CONCLUSIONS 


Objective One. " To establish viable, new small-scale business enterprises 
or employment-generating modifications to existing businesses, 
through work co-operative ventures" ; is a desirable aim but the term 'work 
co-operatives 1 is too loose. It needs definition. 

A Program might adopt the term worker co-operatives and define it in 
terms of wholly worker owned, controlled (and managed) economically viable 
enterprises not subject to external influence or control by funding or 
irion i to ring organ 1 sat ions . 

Another Program might orientate itself as those consumer based co-operatives 
where the members obtain a direct economic benefit or service from the 
co-operative. Perhaps defined as "consumer based co-operatives benefiting 
member /owners who control the business' 1 . 


Objective Two is so generalised as to Leave one guessing the true interpret- 
ation. We take it to refer to all aspects of support to the Program. 


An alternative might be ; - 


The Program will aim to identify the short and long term requirements 
for support , wanted or needed by the co-operatives and mobilise effect- 
ively the resources at its disposal/ (direct and indirect), to maximise 
their effective and efficient use;to achieve more benefit to the co- 
operatives at least cost achievable, consistent with the timina and quality 
of" results desired. 


The secondary parts of Objective One are accepted but the significance of 
the use of unused or under utilised resources should be seen as a relatively 
low- level issue. 


As regards the issue of employability enhancement we believe that some 
interesting ideas emerge from some of the funded co-operatives which tie up 
with experience in N.S.W. and overseas. These have been set out in the section 
of that title in Policy Options. 
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Continued 


* t 


There is a need for legislation to create a legal framework to suit 
worker co-operatives , commmon ownership companies (as in the NSW model) . 
and co-operatives generally. This was the subject of comments but goes 
beyond our brief. 

This evaluation reinforces views expressed elsewhere in the Report 
that the critical support needed by the co-operatives and which should be 
provided to them is the injection of business skills from experienced 
successful managers of appropriate background. 


To provide the skills and the funding required there is a need for 
support Programs . The one looking after worker Co-operatives should be 
in the form of the Worker Co-operative Development Agency and Common 
Ownership Fund structure already existing in N.S.W, (See that Section of 
the Report) . 
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Section Thirteen 


COST EFFECTIVENESS AND COST BENEFIT ANALYSIS - GENERAL COMMENTS 


Cost effectiveness and cost benefit analysis are quantitative ways 
of examining the results accruing from the choice of a particular 
alternative way of accomplishing public goals. Usually this is for the 
purpose of identifying the preferred alternative, but in this case 
techniques are only applied to measure the outcome of a particular option, 
the Co-operative Development Program. 


In cost effectiveness analysis, benefits are primarily left in non- 
monetary units, whereas cost benefit analysis is usually an attempt to 
express benefits in monetary terms. 


In our submission we addressed the request in the brief for a cost 
benefit analysis of the Program as a whole. We indicated that we would 
construct a theoretical model with a set of defined assumptions or a 
hypothesis to test. We added the rider that in our experience simplicity 
and clarity should be the guiding principles as overly complex models 
involve, for example , more and more assumptions which are then open to 
challenge and can provide grounds for calling the whole model into question. 


We then went on to say that if a Program has no clear advantage or 
disadvantage that can be defined without long drawn out, complex, closely 
argued justifications; then one has to ask if it is better to return to 
fundamental logic and the broad economic, social and political justifications 
which called it into being in the first place. If the Program did not exist, 
would it be necessary to re-invent it? 


Our proposal was to look at the costs and benefits of the existing 
Program as compared with:- 


1. The probable outcome of events for those employed in co-operatives 
had the co-operatives not been created (or funded) . 


2. Had the jobs been created through other Government funded schemes. 


We also said that we would take into account the economic costs or 
benefits which might originate at State level but would have impact at 
Federal level or vice - versa. There may or may not be a case that 
State action has reduced Federal costs for example. Thus the flows of 
income and expenditure as well as the impact points need identification 
and quantification. 


Cruickshank Management Resources Pty. Ltd- Inc. in N S W. 


COST EFFECTIVENESS AND COST BENEFIT ANALYSIS - GENERAL COMMENTS Continued 


PROCEDURE 


1. Des c ript io n o f Al ternative s 

These have been identified above. From this, we identify the 
component elements of the system. 

2 . Identification of Pert inen t Me asures of Effectiveness 

i.e., benefits. Because there are possible multiple impacts, 
we need multiple evaluation criteria covering both intended 
and unintended effects of the Program. This we have done 
within the constraints of available information. 


3 . Mat hemat ical Model 

If proceeding to a full mathematical model as a base for a 
complex cost benefit analysis, one would express the Program 
outputs and costs as functions of the characteristics of each 
alternative. We do not propose to go as far as a mathematical 
model but will provide a rationale taking in both cost and 
performance relationships. 

4 . Estimation of the Costs and B e nefits for E ach Alternative 

Again one would normally use a mathematical relationship developed 
in Step 3. to do this but we have tackled it on the basis of set 
assumptions and stated calculations . 

5. Evaluation of the Benefits and Costs 


Cost benefit analysis requires that dollar values be assigned to 
the benefits. This is inevitably, to some degree, a subjective, 
judgemental task. Some benefits such as revenue items are clear 
cut. For others one has to provide ways of imputing values to 
the benefits. For example, we have imputed a value for the upgrading 
of skills and knowledge members have gained from their sojourn in a 
co-operative . Even the text books say that the highly subjective and 
intangible nature of such benefits must generally be treated with some 
scepticism. Once again we have sought to avoid criticism by sticking 
to hard market realities. 
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COST EFFECTIVENESS AND COST BENEFIT ANALYSIS - GENERAL COMMENTS Continued 


PROCEDURE (Cont.,) 


6. Analysis and Presentation of Results 


Had the Program existed for a number of years, with a sufficient 
number of co-operatives having been funded for comparable annual 
periods, then one might have had to adjust the equation of costs 
and benefits to bring all the values to a current equivalent by 
use of some discount factor. Because of the short time span, we 
have not seen this as necessary* Some figures have been discounted 
for the equation on an arbitrary basis of 10% per annum. This is 
indicated in the Tables. Theoretically, cost benefit analysis 
simplifies the decision making process in that one chooses the 
alternative with the best comparative ratio of costs to benefits 
in absolute and relative terms. We would stronqly caution against 
any such simplistic approach being adopted with these figures. 

The most we have been able to achieve is some indicative values 
which might provide the basis for subsequent lines of measurement 
and research. 


This brings us back to issues of efficiency and effectiveness. It 
is possible for the Program to have low economic benefit to cost ratios 
(i.e. low efficiency) but high effectiveness in terms of achieving 
political objectives. It should be noted that we use the concept of 
effectiveness as being broader than that of efficiency. 
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In this section we set out the model; we proceed to apply it in a 
subsequent section. 


DEFINITION OF * MISSION 1 


Defined as the overall impact of the Program measured in terms of 
contribution to economic activity and hence direct and indirect long 
term and/or short term job creation, based on the year to end December 


1982. 


ASSUMPTIONS 


A Keynesian and not a Monetarist view predominates, 
(i.e. the increased economic activity is a benefit 
to job creation, not a negative through inflation 
creation . ) 


That benefits accrue in the year to which the CDP 
funding applies. (The limited data forces this 
upon us). See notes on measurement problems 
attached to the actual calculations. 


The most recent annual results (or annualised results) 
which may understate contribution , are used as a basis 
for calculation. (Year ending December, 1982). A 
necessity forced upon us. 

The effects of expenditure are the same irrespective of 
nature and location of the co-operative. (i.e. Victoria is 
taken as a ’perfect market* as regards other variables) . 


Acceptance of the primacy of the aim of economic viability 
for cost benefit analysis purposes. 


All other factors are equal, 

(The economists assumption that only given variables 
are in play at a set time) . 


Where firm figures are not available we have made 
assessed judgemental calculations, obviously open 
to subjectivity. Their use is indicated in the text. 
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IDENTIFICATION OF PERTINENT MEASURES OF PERFORMANCE FOR ALTERATIVE ONE 
Direct Costs 


Program funding costs - we treat all funding as grants, as 
loans have a moratorium on interest and repayment. 

N.B „ Ministry costs of administration and control are treated as 
overhead s and not applied at this stage. This also applies 
to the support costs paid to V.O.C. for the Education and 
Training Unit and to the Federation for the Business Advisor. 


Indirect Costs 


a) Negative impact on other businesses. (Assumed as 100% of annual 
sales turnover at marked value reduced by the extent to 

which there has been creation or extension of markets) . 

b) Hidden subsidy created by those co-operatives paying 'below 
award' wages. 

Benefits 


1. Measured as gross sales turnover; less the percentage dependent 
on other Government fund^ where total Government funding exceeds 90% - 
of the capital base. This assumes that impact on economic activity can 
be measured by the overall economic activity of the co-operative and 
that this can be totalled, which assumes no cross- trading r 

2. The wages value of increased employment attributable to the CDP. 

3. Fixed asset creation (Reduced to allow for depreciation) . 

4. The amount by which unemployment payments have reduced 

due to people being employed by the CDP (savings to Federal 
Government) . 

5. The added value to the potential earning capacity of persons 
employed through the CDP who have experienced skill upgrading. 

6. The nett dollar value of 1 employability enhancement ' measured by 
former employees of the co-operatives now in employment who 
came from unemployment originally. 

7. Nett increase in Income Tax to Federal Government. 

8. Nett increase in Company Tax to Federal Government. 

9* Nett increase in Payroll Tax to State Government. 


Our measure is based on 'job market value 1 of the actual people in 
the co-operative, as measured by: 
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Continued 


116 . 


1- Their previous pay level/or unenployment benefit 
level at entry to the co-operative. 

2. Their assessed potential earnings were they to 

leave the co-operative, and take a general vacancy 
appropriate to their current skills level which 
would maximise their earnings. 

The di fferenc e is the nett addition to their potential earning 
capacity created by the education, training, experience of being 
with the Co-operative. 


The first cost benefit calculation is then made. 


THE SECOND COST/BENEFIT CALCULATION 

Taking other Ministry overheads into account including the 
CDP Effects of funding of co-operatives no longer in the Program. 

These costs are of the following kinds : - 

1. Ministry 'head office* costs. ) 

) 

2. Education and Training/Business Advisor costs. ) 

3. Cost of previously funded co-operatives, less calculable 
benefits . 

Costs rise to $ ___ and benefits to $ 
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OVERALL COST BENEFIT RESULTS 

Costs 


Benefits 


$ 


$ 


COST BENEFIT ANALYSIS 

SECONDARY ANALYSIS : IMPACT OF CDP ON FEDERAL AND STATE TAX INCOME 

AND FOREGONE DEMANDS ON REVENUE 

In this section we look at:- 


B enefit s 

- To Federal Government in the form oft- 

increased Income tax receipts . 

Company Tax. 

Reduced unemployment payments 

- To State Government in the form of 

State Payroll Tax 

We assume that flow-on benefits through the CDP impact on the 
general economy are shared by Federal and State levels. 
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INTRODUCTION 


Extreme caut ion should be taken 
them out of their context or drawing 


in using these figures, in taking 
conclusions from them; because 


1. They are not based on audited vouched for accounts of set 
definition and treatment. Arbitrary steps were taken to 
bring them back to equivalent base lines and a rough degree 
of comparability. 

2. The time span for comparison is extremely short, (often months 
or at most a year) . 

3. The co-operatives are mostly very new businesses on sharply 
rising curves on most graph measures of their progress. 
Extrapolating from short, sharp, curved trend lines is obvb>u . L 
risky . 

4. There are a number of measurement problems dealt with below. 


Warning At the very most these figures should be seen as trend 

in dicators only , pointing to:- 


scope for better data collection, measurement and 
assessment in the future, 


scope for further research. 


Nevertheless, we believe that they do advance the debate 
and take discussions to a less theoretical and more 
factually based level. 
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COST BENEFIT ANALYSIS - APPLICATION OF OUR MODEL TO THE EXISTING PROGRAM 

Cont inued . , 


MEASUREMENT PROBLEMS 

1. Inflation 


Because of the complexity of attempting to discount for inflation 
given limited figures and so short a period of operation , no 
allowance is made. This is rendered less important and because 
it is the relative measure of costs, to benefits that is our 
concern and inflation affects both sides of the equation. 


2 . Limited, Inconsistent and Inadequate Data 


Being new, small ventures, often with record keeping done by 
previously untrained and unemployed people, the standard of 
figurework has severe limitations. 

Where necessary assessed figures have been used by : - 

annualising the limited data available (generally 
understating results) , 

making assessed judgements - admittedly subjective but 
applied with what is hopefully cautious common sense. 


3. Inconsistency With Ministry Figures 

(i.e. Those shown in tables supplied to us in the brief and shown 
at the start of Individual Co-operative Reports) . 


This can arise from our use of sums received by co-operatives, 
as opposed to authorised figures in Ministry totals. Payment 
by instalment, misallocation of figures in co-operatives* accounts 
and other problems cause these discrepancies. 
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COST BENEFIT ANALYSIS - APPLICATION OF THE MODEL TO THE EXISTING PROGRAM 

Continued . , 

THE MODEL 

Costs : $ 

1. Direct Costs 

CDP funding of co-operatives in current Program. 780,908 

Table A. 

2 . Indirect Costs 

Negative impact on other businesses. Table B. 

(Less result of the creation of new trade) 

Under Payment of Salaries and Wages from 'Below 
Award ' wages . Table C. 


3, Total of Direct and Indirect Costs $ 1,092,756 


Benefits : 
Direct 


1 . 

CDP Impact on sales turnover less dependence on 
other Government funds, (as percentage of total 
income) , were other funding has a significant 
impact. Table G. 

403,400 

2. 

Wage value of increased employment 
(0 $220 per week) Table J. 

366,080 

3. 

Fixed asset creation (estimated market value - 
2/3 of $ spent) From Table A. 

231,736 

4. 

Reduction in unemployment payments 
(A $65 per week) Table J. 

108,160 

Indirect 


5. 

Added value to earning capacity of persons 
employed who experienced skill upgrading. Table M. 

308,620 

6. 

Employability enhancement 
(@ $220 per week) Table K. 

148,720 

7. 

Increased Income tax to Federal Government. 

Table L. 

52,177 

8. 

Increased Company Tax Table N. 

Nil 

9. 

Increased Payroll Tax Table N. 

1,920 

10. 

Total Benefits 

$ 1,620,813 


283,846 

28,000 
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The first cost benefit calculation is then :~ 


Costs Benefits 

$ 1 , 092 , 756 $ 1,620,813 

Ratio 0.67 : 1 

The second cost benefit calculation taking Ministry overheads into 
account (including nett effect of the funding of co-operatives no 
longer in the Program) . 

These are 


1 . 

Ministry head office costs Table E. 

$122,400 

2. 

Education & Training/Business Advisor 

Costs. Table D. 

$ 

93,000 

3. 

Nett result of funding co-operatives not 
now in Program. Table F. 

$ 

93,700 


total $309,100 


The cost benefit result before applying Keynesian Multiplier 
is then : - 


Costs 


Benefits 


$ 1,401,856 


$ 1,620,813 


Ratio 0.86:1 
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Continued . , 

SECONDARY ANALYSIS: IMPACT OF CDP ON FEDERAL AND STATE TAX INCOME AND 

FOREGONE DEMANDS ON REVENUE 

In this section we look at impact on Federal and State Government of 
CDP measured by 

Direct Benefits to Federal Government 


A. Income Tax 

a. Income tax is generated by employees of funded co-operatives 
in 1982 which is attributable to the existence of the CDP. 

Calculated as total Group Tax paid in 1982, 

Les s the percentage dependence on other Government funds 
(Taken from Tables I, N in overall cost benefit model) 

The nett result is taken as wholly dependent on CDP and 
is a benefit to the Federal Government. 


B. Company Tax 

Proportion of Company Tax paid in 1982 calculated on ratio of CDP 
to Total Government Funding (Table Ni is Nil. 

Indirect Benefits to Federal Government 


Accruing from reduction in unemployment benefit payments attributable 
to CDP impact. 


Alternative 1 - This could be calculated on nett impact 

on employment attributable to the CDP. 

This was rejected because of difficulty of 
measurement and short time scale of program. 


Alternative 2 - Calculated as if all employees of the co-operative 

had been unemployed before the co-operative was 
funded by the CDP. (Or would become unemployed if 
CDP funding has not occured) , 

(This is the most generous assumption, that the CDP 
funding was the marginal element allowing the job 
creation to occur or has preserved all the jobs) . 

However - the second alternative is too generous. On an 

assessed basis we have reduced this by reference 
to the history of the co-operative and judgement 
as to the extent to which the employment would 
have been created or in existence had there been 
no CDP funding. 
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Continued. , 


Direct Benefit to State Payroll Tax 


This can be calculated as follows 

Pro rata 1982 payments in proportion of 
CDP funding to Total Government Funding 1982 

i.e.: Open Channel 16% of $12,000 = $1,920 


Summary of Benefits 

To Federal Government in the form of 

Increased Income tax receipts. 

Company Tax (1982 - CDP impact) 

Reduced unemployment payments. 

To State Governme nt in the form of 

State Payroll Tax 
(1982 - CDP impact) $ 1,920 


$ 52,177 
$ Nil 
$ 108,160 


We then have to consider the impact of Keynesian Multiplier concept 
which applies to those figures which would create a ripple effect on 
earnings, spending and thereby creating other earnings. 

As we have only one year of operation on which to base our calculations, 
the co-operatives are mostly well below break even, and the data is 
not adequate, the calculation must be an entirely arbitrary, indicative 
one only. 

We suggest a Multiplier effect of around $5M has been created as a 
conservative estimate. 
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COST BENEFIT ANALYSIS - APPLICATION OF OUR MODEL TO THE EXISTING PROGRAM 

Continued 


CONCLUSIONS FROM COST BENEFIT ANALYSIS 


1. The results are indicative only. 

2. We are measuring results within a year of the investment 
being made, an impossibly short period. 

3. Despite this the results are interesting and encouraging 
in a number of ways. 


Job creation is less significant then job retention. 


Skill upgrading is much greater than anticipated . 


The element of new marKet creation is not high due 
to the mix of co-operatives funded. 
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tables 


COSTS 


PROGRAM FUNDING COSTS 

NEGATIVE IMPACT ON OTHER BUSINESSES 

UNDER -PAYMENT OF SALARIES, AND WAGES 

MINISTRY AND CDP OVERHEAD COSTS 

MINISTRY CDP HEAD OFFICE COSTS 

MONEY EXPENDED ON ORGANISATIONS PREVIOUSLY 
FUNDED AND NOT NOW IN THE PROGRAM 
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TABLE D 


CDP OVERHEAD COSTS 


Ministry and support units. 


1982/3 


Ministry CDP Head Office costs 


$ 123,400 


Business Advisor/Federation 


$ 46,000 


Ld'jcoi Jon and Tr;jj rJrsj/V'S; 


$ 4 7 ,900 


For next year 83/4 one can anticipate increases 
in all these figures. 

See Table E for breakdown of Ministry CDP Head 
Office Costs. 















TABLES 


BENEFITS 


{and figures used to calculate results) 


G. CDP IMPACT ON SALES TURNOVER 


H* ADDED VALUE TO EARNING CAPACITY 


I. CAPITAL BASE FOR YEAR TO END DECEMBER, 1982 

(Used to calculate results) 


J. IMPACT OF PROGRAM ON EMPLOYMENT 


K. IMPACT OF CDP ON EMPLOYABILITY ENHANCEMENT 

MEASURED BY CURRENT SITUATION OF FORMER EMPLOYEES 


L. FEDERAL INCOME TAX 


M. NO. OF PERSONS EXPERIENCING SKILL UPGRADING 

N. FEDERAL AND STATE TAX INCOME 

- FROM CDP FUNDED CO-OPERATIVES 
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TABLE F - MONEY EXPENDED ON ORGANISATIONS PREVIOUSLY FUNDED 
AND NOT NOW IN THE PROGRAM. 


[ NAME j 

i | 

TOTAL PROGRAM 

$ 

1. 

Box Hill Workforce 
Cooperative 

| 

11,350 

2. 

Brunswick Work 
Cooperative 

37,800 

1 

3. 

Collingwood 

Cooperative 

Overseeing Com. 

i 

i 

i 

50,000 | 

i 

i 

1 

Essendon Job 

Creation 

1 

1 

2,000 | 
i 

5. 

Mandurah Health 

Food Shop 

4,752 J 

6 . 

Ma r y b o r o u gh Producer 
Cooperative 

j 

11,200 

7. 

; 

Shepparton j 

Disabled Workers 

4,000 

8. 

Multi Purpose 

Cooperative 

7,500 

9. 

Malvern Star 

9,500 



93,700 




Pt 
Cas 
Ft .Equi 


numerous 

not funded/operating in CDP long 
full time 









TABLE K 


IMPACT OF CDP ON EMPLOY ABILITY ENHANCEMENT 
MEASURED BY CURRENT SITUATION OF FORMER EMPLOYEES 

Former Employees 
Now Employed f Now Unemployed 


Were 

P/T 



Backyard * 


Ballarat 


1 I 1 


Bendigo 


Brunswick 


2 4 


Correct Line 


1 3 


Frankston 


Gay Com, 


Geelong x 


Goldfields 


Hodja 


Loch Ard 


not available 


Maryborough 

Open Channel 

Public Images 1 

St awe 11 X 

Sybylla 

3PBS-FM 

Turkish Womens x 
Wander food x 

Not included in 
C/B Analysis 

TOTAL 2 

Included in C/B 
Analysis TOTAL 6 


All figures are h earsay from former workmates, 
accurate figures not available. 

Stawell with its role as a youth empl . scheme has had 
50 casual employees, 7 now employed, 43 not. 

Bendigo figures do not account for short term turnover 
of staff who prove unsuitable. 














COST BENEFIT ANALYSIS OF ALTERNATIVES 


We were asked to look at the alternatives in terms of:- 


A. The probable outcome of events had the co-operatives 
not been created (funded). 


B * The probable outcome of events had the jobs been created 
through other Government funded schemes. 


A. HAD THE CO-OPERATIVES NOT BEEN FUNDED 


Our conclusions arei- 


Benef its 


1. Funding costs saved would be:- $ 780,908 

(Table A ; Total Spent) 


2, Negative impact on other businesses 

would be reduced by say half the amount 
of the cost calculation (on the assumpt- 
ion that some would have found alternat- 
ive sources of funds, Government or non- 

Government) . (Table B) $ 141,923 


3. Hidden subsidy from below Award wages 
would stay much the same (some would 
move further into self exploitation, 

others drop out altogether) . (Table C) $ 28,000 

4. Ministry overhead costs would be hal ved , 

(on the assumption that supervision of 
unemployment requires Government effort) 
but shifts in impact to Federal Govern- 
ment. (Table D) $ 107,700 
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COST BENEFIT ANALYSIS OF ALTERNATIVES 
A. HAD THE CO-OPERATIVES NOT BEEN FENDED. 


Costs 


Sales turnover impact on the economy 
would reduce but not 100% as : ~ 

the unemployment relief creates 
s ome s pe n d i n g pow e r , 

we assume some co-operatives 
de v e 1 or i a 1 i *_ ■ r r : a t i ve sources of 
income , 

some reduce activity? improve 
productivity and survive . 

An ass uinp t i o n might he c q u i v a 1 e n t 
to h alf the calculated increase in 
sales turnover attributed to the 
CDP . (Table G) 


2 . Capital ass e t s c r e a t e d f r oni C DP 
funding would not exist. 


3. Added value to earning capacity is lost. 
In addition there would be a neg- 
a t i ve e leme n t d uo to : - 

- low income related social service 
costs , 

- calculated drop in earning capacity 
(which steepens over time, so short 
time scale cost benefit anaisis 
heavily under estimates longer term 
costs) . This cost is calculated 

a r b 1 1 r it r i ] y a s t w i c e. u n c 1 mj > 1 o yme n t 
relief costs in the short term. 

(Table j) 


4. Nett result on Income Tax and Company 
Tax would be their complete loss, 

(due to dropping below tax thresholds) . 
(Table L) 


5. The same is true of Payroll Tax to 
the State Government. 


Continued . 


$ 201,700 

$ 231,736 

$ 308,620 


- $ 216,320 

$ 52,177 

$ 1,920 
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A. HAD THE CO-OPERATIVES NOT BEEN FUNDED- Continued - 


Costs* Continued - 


6. Social costs of welfare, health care, 
police, social services, insurance 
and pension impacts would be low short 
term but on a rapidly rising curve. 

No value is ascribed due to our very 
short time horizons in the model and 
the problems of calculation. Never- 
theless, they should not be ignored. $ X 


Overall Results Might Be 


Benefits 


Costs 


$ 1,058,531 


$ 579,833 


Ratio : 


1*83: 1 


B. HAD THE JOBS BEEN CREATED, FOR EXAMPLE, VIA AN FTP SCHEME THE 
ANALYSIS MIGHT BE AS FOLLOWS 


Benefits 


These would be the same savings shown above in Benefit items A* 


1. Funding costs saved. 


$ 780,908 


2. Negative Impact on other business 
reduced. 


$ 141,923 


3. Hidden subsidy, below Award wages, 
the same. 


$ 28,000 


4, Ministry overhead costs reduced. 
(Federal Government increase) . 


$ 107,700 
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HAD THE JubS BEEN CREATED. etc. Continued. 


Costs 


1. Sales turnover reduced but calculated 
as for A above . 


Capital assets. 


3* Added value to earning capacity, 
(assumed at; one quarter the COP 
scheme on training criteria and 
arbitrary calculated judgement.) 

Nett results on Income tax. All 
lost to Pederal Government. 


). State Payroll tax .as before,. 


S o c i a a co s t a , re d 1 1 c e d o r d e lave cl 
but not wholly. 


$ 20 

$ 23 

$ 7' 

$ 51 

? i 

$ X 


lie Outcome Mi qh t Bo 


Benefits 

$ 1,058,531 

Ratio: 1.87; 1 


Costs 


$ 564 
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COST BENEFIT ANALYSIS 


A. HAD THE CO-OPERATIVES NOT BEEN FUNDED Continued., 


CONCLUSIONS 


If comparing a cost benefit analysis of only one years operation 
of the Program with the alternative of not funding at all, 
then there is little to be said for funding . However , this 
ignores the possible consequential effects of the Program with 
benefits running over future years, whereas if not funding 
more of the benefits one of a 'once off' nature. 


B. The outcome is not significantly different in terms of base 

figures, mainly because the CDP funds a number of co-operatives 
not significantly creating new business as opposed to competing 
with existing businesses. 

Again this comparison ignores the longer term flow of benefits 
from long term as opposed to short term job creation. 


Neither comparison quantifies intangible but significant human benefits 
of morale, motivation, job satisfaction arising from the co-operative 
model . 
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Section Fourteen 


LESSONS FROM THE N.S.W. CO-OPERATIVE DEVELOPMENT ASSISTANCE PROGRAMS. 


A visit was paid to NSW to compare the experience of the largest other 
support Program in Australia aimed at worker and community co-operatives . 
This proved very worthwhile with considerable lessons for Victoria partic- 
ularly bearing in mind the aims expressed in ALP policy to use NSW as a 
model for all Australia. 


HISTORY - STAGE ONE 


The NSW Government ran a 3 year pilot scheme from June 1970 to June i Set . 
Under the Department of Youth and Community Service, $3 million was a 1 1 gc ; ..j .* • 
with the aim of establishing 20 worker co-operatives over the period. Tic 
aims were very similar to the original Victorian Program aims. 

Essentially the idea was both to develop new co-operative enterprises an ■ 
develop skills of; the unemployed. There was a general picture of CYCS pro u 
turning to more permanent employment ventures and (at least theoret i ca 1 J '■ } 
being converted to long term employment. There was more of a welfare orient- 
ation than in Victoria and money was more readily available. 


It was two years into the Program ho fore the decision was taken to con- 
centrate on long term job creation and Lull time employment. by this sc age 

there was an Association of Worker Co-operatives and links to the Co-operative 
Federation of N S W . 


A key factor recognised in a report written as early as 19 HO by Alan 
Qreig on his overseas research trip as Secretary of the Work Co-operative 
Development Committee of the Department. 


"Worker control means what it says. It is not control by 
welfare, trade union, unemployed or Government people." 

and 

"The present system in NSW of directly subsidising the 
working capital of registered worker co-operatives be 
discontinued. No other Government as far as I know is 
currently developing co- operative enterprises through 
the IDOL subsidising of working capital requirements. 

One other country - India - tried it and failed to 
develop independence of Government grants. Even on our 
own showing so far it is positive the system is not 
promoting enough initiative and sense of seif achievement. 

The ludicrous 'costings' and 'marketing' proposals put up 
to the funding committee only show that the co-operatives 
are not being conducted as they should be - with the least 
amount of money and the highest degree of skill* In fact it is 
the reverse in some cases. Dependence seems certain for 
some of them to survive" . 
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Continued, , 


HISTORY - STAGE ONE Continued. , 


He proposed 


"The system of grants to be replaced by loans via 
Government guaranteed backing system such as a 
Co-operative Bank. Most companies have one." 


and later : - 


"While capital accumulation is not the driving 
motive it is for capitalist enterprises , the 
importance of the secure accumulation of worker 
owned or controlled capital - for the survival 
of the co-operative in a competitive market - 
cannot be too strongly stressed." 


"There should be separate worker co-operative 
legislation in NSW. " 


REVIEW 


Out of these insights came a complete review of the Program in June, 1982. 
Very little of this critical examination of the system and of dependency criteria 
is revealed in the much better known Jamrosik Evaluation Study Report on the 
Program, which was written from an academic social scientist viewpoint. Instead 
a more down to earth practical view was taken of how to aid the creation of 
worker co-operatives as self sufficient enterprises in full control of their 
destiny. Essentially the message was - "Give grants and you gain dependents - 
give loans (on which you expect fair return on sensiblv flexible terms) and you 
create accountability for the organisation* s own results." 


Problems experienced by co-operatives included what was called the 'unemploy- 
ment syndrome." People were offered lower than Award rates and turned in lower 
performances. There were problems of economic output. A great deal of education 
and training was needed. There was little contact with the NSW Small Business 
Agency. Equity inadequacy made it difficult to obtain credit. 
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Coni: inued 
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STAGE - TWO 



At the end of the three year Program a number of difficult but firm 
decisions were taken;- 


1. Not to continue; funding the co-operatives in the Program automatically. 
(This caused understandable upset but did not change views) . 

To have a ‘clean break 1 and start afresh with a core of co-operatives 
realistic enough to be focussing on economic viability . 

3. Because there is no distinct clear acceptable legal framework for a 
worker co-operative model of corporate body they adopted the term 
‘common ownership company ' , which is also neutral, acceptable politic- 
ally and hence less likely to have longer term development upsets frum 
narrow party po 1 i t i c 5?, , 


They created a legal framework to allow a worker co-oner at ..vc/ common 
ownership company to operate in the current corporate legal scene 
without constraints or problems. (Thin mode! is well worth f umnii io 
for Victoria) * 


5. The next step was to set up an independent Worker Co-cpe rati ve Dove 1 or - 
inert Agency. A large title and important function but not a 1 a roe brbv. 
Instead it would have:- 

a comm i t ted but real .1 s ti c : i n 1 1 bu s i n e s : ; - 1 i k e D i r e c t o r or i e n t e d 
towards encour aq i ng se 1 f- s uf f i ci ent compe t i t i ve ana long 
lasting independent worker co-operatives, 

one or two like minded aides - not an Education and Training Unit 
which was seen as far too theoretical, impractical and lack mu a 
grasp of basic realities, 

one or two sol Jt' -employed part time or casual former entrepreneurs, 
general managers or line experienced businessmen sympathetic to 
the worker co-operative model and skilled to assist their develop- 
ment. . 
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LESSONS FROM N.S.W. 


Continued. , 


THE WORKER CO-OPERATIVE DEVELOPMENT AGENCY (WCDA) 


Its main functions are;- 


To locate potentially viable worker co-operative projects. 

To provide full technical support to individual projects in 
their planning phase. 

To assist projects to obtain finance for viable business 
propositions primarily through Common Ownership Finance 

Pty. Ltd. 

To provide continuing technical support to newly formed 
worker co-operatives over the first 6 to 12 months of 
their operation. 

To provide information to those involved in projects to 
enable them to carry out most work themselves or gain 
access to local resources in an effective way. 


Under this arrangement, there is no direct government aid. Assistance 
is available only through the two 'arms’ of the Program, which alone deal 
directly with Government. 


The aim of this structure is to ensure long term development of worker 
co-operatives, and a base in the community rather than within Government. 
The ultimate objective is to provide community based resources to projects 
initiated within local economies. 


Next they established Common Ownership Finance Pty. Ltd. to provide 
worker co-operative development loans from a revolving fund initially of 
$100,000. An aim being to shift co-operatives from "what can we make” , to 
"what is wanted", i.e. stress, marketing and selling, not production. 
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GUIDELINES FOR THE COMMON OWNERSHIP FINANCE PTY LTD. , (COF) 

Introduction 


Common Ownership Finance Pty . Ltd, (COF) was formed in 1981 as the 
vehicle for making loans to and formal agreements with, organisations 
receiving assistance as part of the NSW Government's Worker Co-operative 
Program. 


COF is a proxjrietary limited company operated by the Co-operative 
Federation of NSW Ltd. Its current board of Directors has sound 
financial and commercial experience, and a strong commitment to the 
principles and practices of worker co-operation. 


The Board of COF now has full authority to make decisions on the 
provisions of financial assistance to worker co-operatives according 
to guidelines agreed between the Co-operative Federation and the 
Department of Youth and Community Services (YACS) . 


Funds available for disbursement; through COF are made available 
to the Co-operative Federation of NSW by the NSW Government as part 
of its Worker Co-ox)erative Programs. 


Common Ownership Finance is 
Federation of NSW, which in turn 
and Community Service in matters 
Worker Co-operative Program. 


accountable to the Co-operative 
is accountable to the Minister for Youth 
relating to the operation of the NSW 


Objectives 


In accordance with the overall aims and objectives of the NSW Worker 
Co-operative Program, Common Ownership Finance has the following primary 
goal and objectives. 


Primary Goal 


To provide appropriate and timely financial assistance to existing or 
planned worker co-operatives that are potentially viable business enterprise 
and satisfy the eligibility criteria set out in these guidelines, and to 
maximise the effective use of the funds available. 


Cruickshank Management Resources Pty. Ltd. Inc. in N.S.W. 















149 . 


LESSONS FROM N.S.W. Continued., 


GUIDELINES FOR THE COMMON OWNERSHIP FINANCE PTY , LTD. (COF) Continued., 
2. Objectives 


To provide positive advantage to businesses structured, or intending 
to be structured as worker co-operatives. 


To provide assistance in such a way as to avoid creating an ongoing 
dependency on government funds. 


To provide positive assistance in areas not, as a rule, easily avail- 
able to small businesses, e.g. research and development, training. 


To give a high priority to the creation of new jobs and the preservation 
of existing employment. 


To provide ongoing monitoring and financial advice to worker co-operatives 
in receipt of financial assistance. 


Nature and Forms of Financial Assistance Available 


The main source of funds within Common Ownership Finance are;- 


1. The Loans Fund : From which formal interest bearing loans w ill 
be made. 


2. The Self Help Development Funds : From which grants for specific 
projects will be made. 


Financial assistance will be provided 


EITHER 

as "direct 11 financial assistance where funds are transferred from 
Common Ownership Finance directly into the hands of a worker co- 
operative ; 


OR 

as “indirect" financial assistance where funds supplied by COF are 
applied on behalf of a worker co-operative, but paid to a third 
party to carry out specific work to benefit that co-operative. 
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GUIDELINES FOR THE COMMON OWNERSHIP FINANCE PTY . LTD. (COF) Continued., 
P urposes for Which Financial As sistance i s Available 

Genera 1 


COF will be seeking to provide financial assistance to worker co-opera 
on a M project" basis: that is, where it i edges a project proposed Ly a new 
existing worker co-operative to offer a realistic opportunity for the fk-vel 
or expansion of a viable worker co-operative, it will be prepared to make 
able financial assistance in such a way as to maximise that project's ohanr 
success, at the same time adhering to the organisation and commercial, or i re- 
set out in these guidelines* 


Loans 


The following terms and condition will apply to financial assistance 

provided by COF by way of loans from the Loans Fund : - 

a. Intere s t Rat es will, be variable at COF 1 s discretion. The maximum rate 
of interest charged will always be at least 3 percent less than the 
prevailing rate of interest charged by trading banks for comparable 
loans* At COF's discretion, interest free "holidays 0 may be granted 
if warranted by the circumstances of the loan. 

b. Repayment Period : Will be variable at COF's discretion. The maximum 
term of any loan will be 10 years, 

c. Security Re quired : As a matter of general policy, COF will endeavour 
to ensure that a loan is secured in such a fashion as to reasonably 
protect itself from loss. Details of security required in the case 
of individual loans will be determined according to the nature of the 
loan and the circumstances of the borrowing co-operative. Where 
warranted by special circumstances, personal guarantees may be request 
ed from members or supporters of a worker co-operative. 

d. Str ucturing of Repayments ; At COF's discretion, repayments may be 
structured to suit the circumstances of an individual loan. 


e. Repayment Method : At COF's discretion, repayments by way of automatic 
bank transfer may be required. 
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GUIDELINES FOR THE COMMON OWNERSHIP FINANCE PTY . LTD . (COF) Continued 

Loans Continued. 


f, Renegotiation : By mutual agreement between COF and a borrowing 

co-operative, the terms and conditions of any loan agreement made 
between COF and a borrowing co-operative, the terms and conditions 
of any loan agreement may be renegotiated at any time during the 
life of a loan. 


Legal and Other Costs 


Legal and other costs incurred in the making of loans and grants 
will be the responsibility of the recipient co-operative. 


Cruickshank Management Resources Pty. Ltd. Inc. in N.S.W. 


LESSONS FROM N.S.W. 


Continued. , 


PHILOSOPHY Continued. 


d) That it is vital to develop longer term job 
creation strategies, as well as shorter term 
"work creation” schemes”. 


RELATIONSHIPS BETWEEN THE PRINCIPAL PARTIES 


These are: 


The Ministry 
(Department of Youth 
and Community Service) 


The Federation of 
Co-operatives of 
NSW 


/ 


Worker Co-operative 
Development Agency 
(WCDA) 


Common Ownership Finance 
Pty . Ltd. (COF) 


1. The Federation has a contractua l relationship with the Department for 

the administration of Government funds. This specifies, role, autonomy, 
responsibility, authority and duties. The Federation acts a:; inter- 
mediary to approve policy for recommendation to the Government. 

It also satisfies itself that policy is implemented by COF, to which it 
contributes by ensuring COF has an appropriate Board. 


2. COF has a contractual arrangement specifying its role, relationship, 
autonomy, responsibilities, authority and duties. 


3. The WCDA also has a contractually based ’charter* which amongst other 
things determines the same factors including its aims. In turn the 
contract guarantees non-intervention by the Department. 


The whole structure is formalised to avoid relationship problems. It is 
based on clear aims, an accepted policy framework, mutual independence and 
interdependence, the credibility of the key staff and forma?, reporting and 
evaluation procedures. 
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S4 



















CONCLUSIONS 


The lessons learned in NSW are related to:™ 


dependency creation/welfare thinking and its prevention, 
avoiding confusion of priorities on aims, 

avoiding the hidden, sapping effect of grant funding of autonomy/ 
initiative and true independent worker control, 

the need for co-operative managers to learn business 
lessons from successful business people. 


All have echoes in the Victorian Program. NSW has taken six months 
to clear up the first Program, established this framework and is now 
beginning to move forward again. 


Our conclusion is that if the policy priority is to create long term 
jobs through small business development In worker co-operative, self sustained, 
economically viable form, then NSW 7 experience is good model tc copy. 


Equally, it should be quite clear that short term job creation by community 
co-operatives or employment enhancement schemes are not included in the NSW 
WCDA as being incompatible with their aims and style. The distinction and 
its necessity are agreed. We do not agree that this should automatically 
mean that Victoria would follow suit in only pursuing worker co-operative 
development. The other models for development also need consideration. 
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POLICY OPTIONS 


THREE OPTIONS EXAMINED 


As requested, we looked at three options for the immediate future. 

A. Close Down The Program 


Briefly, we concluded that in the light of positive indications from 
the Cost Benefit analysis, even on the wholly inadequate time span 
of one year of elapsed time, that closure should probably be rejected. 
In our view, there are enough grounds for continuance provided key 
messages on economic viability, cost minimisation and benefit 
maximisation are pursued. 


B. Continue the Program in Modified Form 


We do not feel that continuance of the Program in it 1 s current form, is 
an option to be given support. In fact , the funded organisations 
Individual Reports will reveal potential pitfalls that will or could 
be encountered if the current under- resourced approach is pursued. 

Nothing will discredit the idea of worker or community based co-operatives 
faster than some failures early in their development. We do not see the 
Ministry as being equipped with the necessary business skills, nor do we 
see supervision of a string of small businesses as an appropriate role 
for a Ministry. 


C . Reshape and Re-embody The Program in One or More New Forms 


Our recommendation is to reshape and continue on a better resourced 
basis . 


We conclude that there is a case for support for worker co-operatives, 
provided economic viability and fully independent existence are guiding 
principles. We say this provided that co-operative development is 
placed on the basis of a long term policy unlikely to bear quick ..esuics . 

To provide the resources, there is a need for a Worker Co-operative 
Development Agency (WCDA) and a Common Ownership Fund (COF) , on the lines 
of the N.S.W. scheme. i.e* neutral auspice, professional core staff, 
funding assessed on investment principles, money lent on favourable interest 
terms, business oriented support service. 


To provide continued support to the other non-worker based co-operatives 
(the Bendigo consumer based organisation, community backed co-operatives 
likely to stay as such) there is a need for a Program which aims at support 
for organisations in co-operative form which have social aims which fall 
within the Ministry ambit as these organisations may take much longer to 
reach economic viability or may remain at sub-economic level indefinitely. 
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Continued. 


In these cases, strict attention to policies on hidden subsidies, pricing 
policy , economic operation , cost minimisation and benefit maximisation become 
even more significant. Business services to keep these organisations up to 
scratch could be provided on a 1 fee per unit handled' basis by the proposed 
WCDA if that is desirable. This would make best use of resources and avoid 
duplicating facilities . 


We comment on employability enhancement elsewhere. Any action in support 
of this activity should be in another Program that is outside the scope «if our 
brief although ideas are advanced. 


Lastly, those organisations in co-operative form with the priority of 
serving social aims which do not fall within the Ministry ambit and which do 
not wish to, or cannot adopt the priority of economic viability, might best 
seek funding on the strengths of their professed aims from other sources within 
Government or the community. Their funding should hinge on the role they fill 
not the organisational mantle they don. There is a need for policy decisions 
to set cut off levels. 


DEVELOPMENT OF ALTERNATIVES 


Should the Ministry not accept our findings, we have provided ample 
material and suggested criteria that might be used to weigh the above 
options. Accordingly, we direct our attention to the option that we 
advocate . 


DEVELOPMENT OF ALTERNATIVE RESTRUCTURED PROGRAMS 

Policy On Worker Co-operatives 

If support for this form of co-operative is agreed, then:- 

the legal framework for co-operatives needs attention, 

objectives will need to be redefined (as suggested elsewhere in the Evaluation 
of the CDP) , 

the framework of support will need restructuring, 
financial support needs to be reassessed. 
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DEVELOPMENT OF ALTERNATIVE RESTRUCTURED PROGRSM Continued., 


Policy O n Worker Co-operatives Continued., 

This should be treated as laying firm foundations for long term 
development in a non-party political way. We advocate the use of the common 
ownership concept as in N.S.W. 


The legal framework for a co-operative, needs modification in order not "to 
frustrate the purpose of the Government in co-operative development. Current 
law does not cater for more than one working director member, for example. 

There are various markeshifts that can be contrived and until a legal framework 
for a worker co-operative is devised, the N.S.W. model provides the least 
unsatisfactory framework that we can identify. legislation is definitely 
required in this area. 


The framework ot support services should recognise 


the need for a separate distinct identity protected as far as 
can be done by contractual relationships from political changes 
and pressures. 


the need for a small core of prof essional staff, hiring in skills 
as required and thus minimising overheads, 


a bank or revolving fund administered on business lines to provide 
investment funds and help overcome the equity problem. 


If these ingredients are accepted, the proposed relationships might look 
as follows 


Proposed Model relationships. 


equals line authority. 

equals functional links no line authority. 


Minister 



Vic. Fed 
of 

Co-ops. ? 


Funding 

Committee 
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POLICY OPTIO NS 

DEVELOPMENT OF ALTERNATIVE RESTRUCTURED PROGRAMS Continued. 


P olicy On Worker Co-operatives. Continued. 


1. The Minister and Ministry have no direct line authority over the WCDA , 

its funding policy or ways of operating. Instead there is a contractual 
relationship (as in N.S.W Program) specifying non-interference , respons- 
ibility of achievement of aims within the policy framework set. This 
neutralises all lobbying, bureaucratic pressures, competing priorities 
etc . 


2. The Common Ownership Fund funding committee is independent of the WCDA 
and the Ministry. It carries out an objective independent role of 
assessing proposals on a business and banking investment basis within 
lending guidelines but again free of competing pressures to spend money 
on organisations outside the set guidelines. 

3. The COF is purely a sympathetic source of loan funds on favourable terms 
to co-operatives who can justify an investment on economic grounds. 

4. The WCDA management applies the minimum of rules and the maximum of 
encouragement to self sufficient autonomy, to let the co-operatives 
control their own affairs. 


5. WCDA policy links with the co-operatives are to foster business viability, 
autonomy, self confidence and independence by 'helping them to help them- 
selves ' , by 'minimum intervention* and 'transfer of knowledge'. 


6. Advisory staff are successful experienced practioners provided on a 
secondment basis for the co-operatives, not as consultants to the 
co-operatives. That is, they are on call and not imposed and work as 
a line manager responsible to the co-operative management for their work 
and not as external advisors. The WCDA monitors quality and as in N.S.W. 
can make grants to cover their costs where justified. 


This model is on the same lines as the N. S* W. scheme as it is based on 
the same lessons derived from the same kind of experience over the past two 
years in both places. The key principle is that of firm contractual relation- 
ships of a clearly defined nature. 


The WCDA and COF need not be linked to another body as they could be 
set up as independent Foundations for example. However, we suggest that 
there are longer term reasons why the link should be to the Victorian Feder- 
ation of Co-operatives provided they agree. It should be pointed out that 
formal auspice is less significant than the calibre and credibility of the 
organisation established. 
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DEVELOPMENT OF ALTERNATIVE RESTRUCTURED PROGRAMS 


Continued. 


Policy On Worker Co-operatives, Continued. 


If it is given adequate responsibility, authority and resources then it 
becomes a discrete entity in its own right and the degree of supervision 
required is minimal. 


Costs 


Depending on the policy choices made and the strictness of application, 
assuming this model is adopted for the support services, costs could be;- 


WCDA 


$ 

200,000 

Less than current Mi nistry CDP 
overhead costs 

COF 


$ 

200,000 

Equivalent to N.S.W. initial 

sum. 

Continued aid 
co-operatives 

to worker 

$ 

300,000 

Assuming gradual growth 

Continued aid 
co-operatives 

to community 

• $ 

200,000 

Assuming continued support. 

New venture initial grants 

$ 

100,000 

Assuming 2/3 new ventures occur 



$1 

o ; 
o 1 
o : 

o 

O ! 
O , 



L onger Term Policy Options 


It is our conclusion that the first priority is to re-define Program 
objectives and to set in place an adequate support structure. 


Thereafter, there is scope to move on to a more proactive role of 
promoting worker co-operatives; but not before machinery can cope adequately. 
Thus, we see the development of conversions of conventional businesses as a 
future policy option and not an immediate activity. In order to consider the 
point we set out some salient aspects of the subject. 
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DEVELOPMENT OF ALTERNATIVE RESTRUCTURED PROGRAMS Continued., 

Conversion to Co-operative Form Continued., 


5. Promotional effort in the form of the Ministry announcing 

the availability of finance for conversions would lead to 
a flood of pleas for rescue attempts for connanies under 
threat in the current climate. (The U,K. Midlands 
experienced a situation with over 300 enquiries within days 
of a similar announcement) . The machinery and support systems 
would not cope. The political pressures could build up and 
cause problems. 

This prompts us to return to the issue of calibre of staff 
handling a future Program. They must carry credibility in two 
directions - out into the business market to selectively 
generate suitable contacts and secondly with the co-operative 
members and supporters who recognise the need for viability. 

We do not see this existing in both areas at present. 

Putting such a person in place would be a precondition of 
further development. 

As a rough guide, the person heading the W.C.D.A. should be at 
least: equivalent; to a General Manager in a medium sired • :r> rnp a : 
but of wider horizons, diplomacy and representational skills. 


Our Conclusions and Recommendations on Conversions are 


The Ministry should not proceed with conversions until : - 
The support structure exists and is ‘run in'. 

A legal framework is made ready. 

A suitable interest bearing loan making organisation 
and infrastructures are est.ab 1 ished 

Equity generation policies are agreed, tried and tested 
in practice. 

Selective promotional policies are devised and 
progressively initiated. 


In the light of N.S.W. experience we cannot see this being the case 
under 9 months. 


We could go on to provide a mass of guidance devised from consultancy 
'company doctoring 1 on how to go about conversions. Frankly we see no 
point in that, it would be interesting material, not put in the 
right hands at this time. Alternatively, we would be stating the 
obvious to the successful banking and business experienced success fu 
persons we advocate. 
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DEVELOPMENT OF ALTERNATIVE RESTRUCTURED PROGRAMS Continued., 


Conversion to Co-operative Form Continued., 


Longer term we see ample scope for conversions from 


1. Selective ’culling* of firms in need of rescue. 

Causes of business failure cm include 

over-rapid expansion. 

over extension of capital base. 

’stepping stone’ problems of having to move 
from one size of enterprise to another to 
keep up with a market. 

failure of will, vision or managerial drive 
in an otherwise viable company. 

2. - Desire to retire, with no obvious heirs. 

3. - Selling off part of a corporation that no longer 

fits . 

- Sales prompted by altruism : Last but far from 
least. Expedience has pointed to a small but 
significant element coming from this motive. 


Community Economic Development 


As mentioned in other sections, we see the community basis for 
many ventures as being an initial transitional phase only. 


We believe new ventures arising should be oriented towards 
either aiding the development of a worker co-operative if a 
firm basis exists for one, or focussing on employability 
enhancement/ job creation approach if that is the priority aim. 


We suggest that it is only in the case of those co-operatives 
producing a benefit to community members, as the radio stations 
do, that benefit will generate lasting involvement and hence 
constitute grounds for continuance as a community co-operative. 


Thus in most cases community economic development ventures should 
be seen as indicators, not the operators of schemes. 
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COMMUNITY ECONOMIC DEVELOPMENT Continued., 


Overseas experience points to such organisations as having a large capacity to 
soak up funds for revenue expenditure of low cost~benefit results. Unless there 
is Government willingness to allow a volume of funds and activity to produce 
results from sheer weight of resources, with low expectations of returns, at least 
in the short term, then we do not see this as a good line of development. Overseas 
experience shows a high capacity for generating well meant but not very effective 
action and the proliferation of welfare oriented activities which might be better 
carried out on a more structured formalised and planned basis. The only significant 
potential model in the Program is Ballarat which has spent relatively large sums 
of money on feasibility studies, only one of which has been pursued at the time of 
writing and which may take many years to recover the money expended on other studies 
if it is the sole outcome. We are not saying that community involvement is not a 
good thing and does not have a place. What we are advocating is the restriction 
of that activity to voluntary or marginally funded forae for the articulation of 
local needs, the identification of potential prospects, the creation of policy 
bodies as required and the mechanism for submitting proposals for aid from 
appropriate Government programs. We do not support going beyond this to establish 
organisations and activities aimed at new business creation, co-operatives etc. 
(These bodies rarely generate the professional expertise to do so effectively). 

For the near future it would be better to establish one clear cut Agency and 
concentrate on its effective development rather than proliferation, of small local, 
inevitably amateurish organisations. Should the money become available to 
muliply efforts of this kind then we would advocate that the same professional 
approach be adopted as we suggest for the WCDA. 


EMPLOYABILITY ENHANCEMENT AND JOB CREATION. 


Three of the 19 funded co-operatives stand out as having significance for 
potential lessons for a quite different field of activity as compared to the 
establishment of viable member owned and controlled co-operatives. Instead 
they have interesting potentialities in the field of employability enhancement 
which often overlaps with the term short term job creation. 


We must stress that these perceptions as to their situation and prospects 
are entirely our own and have not arisen from suggestions or discussion with 
those co-operatives named. They may or may not agree with the picture that 
we paint. 
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EMPLOYABILITY ENHANCEMENT AND JOB CREATION * 


Continued. 


Background 


(The three examples dealt with are Stawell, Geelong and Ballarat). 

All three examples grew out of community concern about unemployment and 
the desire to do something positive for unemployed young people. Thus the 
role is primarily short term job creation or employability enhancement with 
hopes of longer term job creation. Looked at in this light, the co-operative 
structure may or may not be an appropriate vehicle. 


If we look back at Stawell' s history in particular, we see some interesting 
success in employability enhancement. One of Stawell ! s interesting messages 
is that exposure to the community by the young people going out promoting their 
seed packing service has enhanced their credibility and helped substantially 
in encouraging prospective employers to take them on. Geelong is still in 
formative stages and Ballarat has gone through different evolutionary processes. 
Our comments are primarily directed to the tree establishment service and the 
EIP unit. The former has progressed far enough to be on the economic viability 
path but had this not been the case there would still have been useful benefits 
derived . 


Defining The Problem 


In the economy, we have high unemployment of young persons and unfortunately 
it looks that this will persist for some time. We see an urgent need for some 
model of organisation to assist them. As in many countries, this has been addressed 
by various forms of programs called job creation. In reality, they are more 
correctly defined as 'job hiring 'as the degree of independent economic viability 
generated is usually marginal. Around the world, there has been persistent 
concern that these schemes may in fact raise expectations which they cannot meet 
and turn out to be counter productive in the longer term. The usual issues 
raised about the short term job creation schemes are : - 


they raise expectations that are not met, 
the jobs are artificial not 'real', 

the participants know that genuine productive effort is not inherent 
in the situation and therefore they start to develop 

attitudes, leading to a 'low reward, low performance', behaviour pattern. 

skill development, skill transferability and lasting impact on employ- 
ability enhancement may be low. 
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EMPLOYABILITY ENHANCEMENT AND JOB CREATION. Continued. 


Defining The Problem . Continued. 


In this paper, we suggest some lines of investigation that attempt to 
avoid these pitfalls. What we propose is investigation of the possibility 
for a type of organisation which addresses the current existing needs of 
young unemployed people as a first priority. We then look at the organis- 
ational framework which might best achieve these aims. 


We see the priorities of young unemployed persons as being: - 


income, 

useful activity, 

practical transferable skill development, 
attitude, morale, self esteem improvement. 


Just as strict attention to priority on aims is a key argument in 
determining the de-facto as opposed to the nominal nature of co-operatives, 
we believe that if we attach priority to the above aims then this should 
determine the organisational framework. Other aims of becoming a co-opera li ve , 
generating long term employment, etc, are desirable but should be addressed by 
some other organisation and perhaps in some other Program. We believe that 
there should be a Program and a type of organisation aimed at assisting unemployed 
youth on the basis of the lessons derived from the actual experience in the CDP, 


If one looks for the opposite example of how not to go about addressing 
these aims, then sadly Public Images is a live case example. The group costs 
more per head to keep in existence than their entire unemployment benefits 
would have been. They also produce very little in the way of counter balancing 
benefits when one compares them with other models in the 19 funded co-operatives. 
We leave aside the issue of the value of a mural to the community at large. If 
they are funded on the strengths of art criteria then that is a quite separate 
issue. 


Returning to the main theme the evidence from overseas, the U»K, , New Zealand, 
the U.S.A. etc, as well as from N.S.W. is that one must examine the priority 
order of the problems or barriers which prevent unemployed younger people moving 
into the work force. In this paper we concentrate on that sector of the unemploy- 
ed who might otherwise generate their own place in the workforce by becoming 
self-employed in the provisions of goods or services, might start small businesses 
or else overcome barriers and join the workforce as employees in established 
organisations. In other words, we are looking at employability enhancement at 
the margin. This approach whittles down the problem. 
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EMPLOY AB I LI TY ENHANCEMENT AND JOB CREATION. 


Continued. 


Defining The Problems . Continued 


Other ideas for the more serious problem of long term and deep rooted 
unemployment are touched upon but are not the main theme. 


Attention to limiting factors which hold unemployed young people back 

from moving naturally into the workforce by becoming involved in some job 

creating act i vity, highlights the following points:- 

1. Access to resources is the most important point. 

2. Encouragement and scope are next most vital. 

3. A process of phasing out unemployment benefits or some equivalent: 
income supplement has to take account of the pace and amount of 
income they generate from their own efforts. 

4. Personal skills to organise, manage money, plan, develop and direct 
themselves and their business activities are all key skills which 
stand them in good stead whatever their subsequent unemployment, but 
all of which have to be learned from experience. Most unemployed 
have very little academic background in these aspects and in any 
case they are life skills best learned in the work place. They 

are relatively readily identifiable and packaged. 

5. Overcoming bureaucracy, regulations and red tape and avoidance of 
problems is often a significant psychological barrier which can be 
overcome . 


6. Lastly, given the right policies, plans, energy and initiative, it 

is surprising how little capital investment may be required to launch 
e service for example. Since the service area is a major growth 
prospect in the economy this is noteworthy. 


From the above i3oints, it logically follows that one should shape the 
organisational framework to provide the resources in the way best geared to 
the priority aims. 
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EMPLOYABILITY ENHANCEMENT AND JOB CREATION Continued, 


Options 


This suggests; 

A. Young unemployed persons should either be provided with a well 
structured organisation from which they can learn good work 
habits, attitudes which will aid employment, practical skills 
and disciplines which are transferable etc. This clearly 
assumes that we know for what jobs we are training them and takes 
us along the lines of the traditional apprenticeship or other 
job training systems learly that is not always appropriate, 

A variant I have seen applied in Northern Ireland is that the 
Program recognised that they could not predict the jobs that 
persons might go to so instead of training them for a job they 
trained them on how to analyse and learn a job, so that no 
matter what prospect came up the person could demonstrate 
adaptability and the potential to get to grips with the 
opportunity quickly. 


B. Alternatively, young unemployed persons should be given what 
I can only describe as an adventure training opportunity. 

This should be on an open, unstructured, 1 no promises, no rules, 
no supervision' ; style of operation. In this situation they are 
presented with the chance and scope to tackle work generation on 
their own initiative. Clearly it is no surprise that the second 
method has demonstrated best results at or near the margin of 
the unemployed group. There are lessons to be learnt from the 
initial stages of the N.S.W. Program and also this ties in with 
the lines of thought inherent in recent public statements by 
Pauline Toner M.P. 


Tn either o f the two above cases it is equally important that policies aim 
at avoiding dependency creation. 


To carry out either of the above two ways of operating, a 'centre-periphery 1 
model of organisation is appropriate. A co-operative structure or, worse still, 
a collective approach is the least suitable for setting the framework, although 
it may be appropriate for small groups within such a scheme. 


By centre-periphery model we mean a quite distinct organisational model 
which has examples in general industry and commerce, not just in this field. 

In essence, this is an organisation which concentrates scarce skills or 
resources in the centre. This centre provides help on demand to the periphery of 
independent, autonomous subsidiaries or in some circumstances, subordinates. 

The key element in this concept is that the central resources are available on 
demand and the help is not imposed but requested. 
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Continued . 












Options Continued,, 


e-g. a holding company might see the key skills as being:- 

- business appraisal and financial analysis, 

- marketing, 

- import and export procedures, perhaps . 

All three skills might be used by a number of 
peripheral units on a demand basis, as needed. 

In many cases the subsidiary pays for what it 
uses . 


Transferring this model to employability 
job creation organisation, the reality is that 
paid employee. It is therefore critical that 
appropriate set of priorities, aims, approach, 
training and progress appraisal skills. Here 
mg model to assess. 


enhancement or short term 
the centre may diminish tr 
this person embodies the 
skills, under s t a nd .1 ng , 
we see Geelong as an jam* 


one 


At this point it is appropriate to say something about access to 
resources. Research on new business creation of all kinds highlights 
this as being one of the biggest barriers to persons moving into 
employment of a self-generated kind. Access to funds, ability to thandle 
red tape, access to supplementary skills such as sales, marketing, tech- 
nical or accounting come second. By access to resources we mean such 
basics as a modest amount of premises, a telephone, minimal office 
services, information on where to go or to whom to turn for help. 

This runs entirely counter to the conventional thinking that lack 
of money is the problem and the provision of money is the answer. 

Instead, we concentrate on lowering the first of the barriers to moving 
into employment . 


If we turn our attention to Victoria examples and to N.S.W. experience 
again, we can see that in Geelong and Stawell that the key to progress to 
date has been access to suitable cheap or free facilities. In other words 
a place to work from. In Ballarat the key is access in an established 
group who have learned parctical survival lessons. A case could be made 
that Maryborough and Public Images could well have achieved much better 
cost benefit results organised on the lines we advocate if the logic 
was fully and properly followed. Overseas experience is that access to 
such workshop facilities, nursery factories, favourable term rented premises 
and so on has triggered off job creation and assisted employability 
enhancement. It is significant that the New Town Corporations in Britain 
virtually all have a carefully graded ladder of size of premises and rental 
terms to offer different categories of business ventures or individuals. 

One of the most interesting attempts to recover lost jobs in an area of very 
high unemployment is the British Steel Clyde Ironworks experiment. British 
Steel shut down a major olant and proceeded to clear the site. 
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EMPLOYABILITY ENHANCEMENT AND JOB CREATION 


Continued. 


Options Continued., 


They realised that the vacant land would lie idle for years and that 
they had a social obligation to make the best use they could of ancillary 
buildings on the site. They turned them into 1,000 square feet, 2,000 
square feet etc, units which were let at a very low rates to individuals, 
partners or small companies . This brought over 100 jobs into existence 
in a matter of weeks. Many of those businesses are leaving the nest and 
moving out into larger premises. One has to look at the degree to which 
lack of access to such facilities is a factor in the local scene. TM r> 
is not an attempt to advocate some blanket approach but to derive some 
practical lessons from hard experience. 


We might take into account the views expressed from experience of 
involvement in the N.S.W. early stages of their Co-operative Development 
Program. The views are interesting in that they lean heavily towards 
what we have called an adventure training approach. In brief, they 
advocate : - 


1. Provision of a workshop for the person or small group with minimal' 
rules, minimal supervision and no rent for a set initial period. 

The group has 'open go 'to do what they want and can call on the key 
man running the unit for advice or guidance, or not as they desire. 
They do have a plain simple target to meet, in that after six months 
a rent will be charged on the premises at half the economic value. 
Failing to meet that target means that they drop out of the Program. 
They have had their chance on the basis of no promises, no expect- 
ations. If they make the grade by their own efforts well and good. 
If not, they have at least, occupied themselves constructively, 
their morale is usually improved and they have had some benefit out 
of the time period. 


2. Those going on to a semi-economic basis have a new target set for 
them of having to pay full economic rent by the end of their first 
year, if not they move out. 


Lastly, at IB months the rent is stepped up to a level higher than 
the economic rate prevailing in the locality. This is so that they 
can do better by vacating the nursery facilities to leave room for 
others. It pushes them out into the world and encourages them to 
become fully independent. 


This hard nosed approach sounds unfeeling but was advocated by experienced 
advisory staff with every sympathy with the young unemployed people* s problems. 
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EMPLOYABILITY ENHANCEMENT AND JOB CREATION Continued., 


Option s Continued. , 


A brief Cost Benefit model might have these headings 


Costs 


Premises (low?) 

Basic wages (same or less if 
progressive by diminished as 
other income grows) 


Key man's cost and overheads. 


Benefits 

Some rent. 

Reduced unemployment pay. 

Increased economic activity. 

Skill development, market 
value enhancement. 

Morale, motivation, self 
esteem support 

Reduced welfare costs on 
social servicest?) 


Possible new businesses (Co-operatives or conventional) 


It should be stressed that we follow the logic of attaching priority to the 
needs of the young unemployed. The creation of lo ng term jobs is a welcome 
second stage output if it happens. 


We suggest that the absorption of unemployed time, energies and initiative 
as the way to markedly superior to leaving them with nothing but 
unemployment pay. 



By reorienting priority of aim in this fashion then the complexity of the consumer 
co-operative or worker co-operative form is not essential. Community support 
at policy level is highly desirable but can arise in conjunction with ini tinting 
such schemes. 


Cost minimisation/benefit maximisation should be 


the guiding principle. 
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EMPLOYABILITY ENHANCEMENT AND JOB CREATION Continued., 


Conclusions 


We advocate an examination of the prospects of the above approach not 
least by consideration of the funded organisations we mention, who are 
in the C.D.P. 


We are convinced that more rapid impact in a practical way on short term 
issues is desirable as well as other Programs aimed at long term job 
creation. As Keynes said "In the long term we are all dead" - there 
is only a succession of short terms* 
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CONCLUSIONS AND RECOMMENDATIONS ON THE PROGRAM AS A WHOLE 


This section Is written in fairly condensed form, in a repeated sequence 
of Findings, Evidence, (location of substantiating material) and 
Recommendations . 

It summarises conclusions and recommendations made on different aspects 
of the Program which are recorded in the general text of the Report , 
wherever they naturally occur . 


The findings have to meet the requirements of the brief to look at both 
evaluation and validation; past results and future possibilities. 
Inevitably there is some repetition. A number of findings can give rise 
to the same recommendation. (For example) We have attempted to minimise 
repetition but for completeness a brief entry is given even when the topic 
is dealt with elsewhere in the section. 







To make the section more manageable, results are grouped under the following 
headings : - 

No . of 
Findings 


Conclusions on the Policy Framework 3 

Conclusions on the Conceptual 
Frctmework 9 

Evaluation of the Program 5 

Validation of the Program 4 


Thus the movement is from the general to the specific and from the past 
to the future, ending up with an Executive Summary. 

M.B. : The entries under 'Evidence 1 refer to Report Sections. 

The headings are given in slightly abbreviated form. 
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CONCLUSIONS ON THE POLICY FRAMEWORK 


1, Findings The Program has enjoyed the support of both Liberal 

and Labor Governments as an experiment aimed at 
development of positive ideas on long term job 
creation, community involvement, worker co-operation 
and job satisfaction. 

As an experiment it has experienced a process of 
evolution, shifts in emphasis, problems of insufficient 
support resources and lack of comparative knowledge 
or experience to draw upon. 

Given these limitations there has been substantial 
progress A number of successes and substantial 

achievements can be identified by cost benefit analysis. 
Equally there is recognition of areas of concern, 
problems and policy issues to be addressed. 

Evidence The Policy Framework 

The History of the Program 

The Overall Brief 

Cost Benefit Analysis Section 

C.M. R . 

Recommendation Our recommendation is to place the encouragement of 

co-operatives in the context of a long term policy 
of "common ownership"; which is non-partisan ard raises 
least' prospects of the funding of co-operatives becoming 
a party political issue at some later date. This would 
be in line with New South Wales policies. Industrial 
democracy is an aim of many co-operatives but 

a, should not be the overall determinant of support 
for them and 

b, the case for how lessons can be derived from their 
experience to transfer to the rest of the industrial 
community is at best unproven at this date, in our 
view . 


DEFINITIONS OF ROLE BY PRIORITY ON AIMS 

2. Findings We conclude that the following distinctions are 

deceptively simple ones, but they are highly significant. 
It is a matter of interpretation of co-operative 
philosophy by critical perception and judgement 

Priorities attached to different ends and uioir. 

The concent of economic viability as u l»nsinr^y. 

- The concept of independent or autonomous 
worker /member ownership and control. 

The use of CDF funds as investmen t not for revenue 
items of wages and operating cost. 
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CONCLUSIONS ON THE POLICY FRAMEWORK 


Continued, , 











Definitions of Role by Priority on Mins Continued. , 


2 * Evidence Definitions and Assumptions 

Conclusions on Funded Co-operatives 
Individual Co-operatives Reports Sections 
1,2, and G . 


C. M. R . We recommend that these distinctions and definitions 

Recommendation bo recognised in re-defining Policy and Program 

guidelines . 


3 . Findin gs We conclude that there needs to be a recognition that 

different approaches may be required for 

a. Economically viable co-operatives (business 
viability) , 

(See Definitions and Assumptions, Viability Criteria). 

b. Socially viable co-operatives. 

(See Definitions and Assumptions, Viability criteria). 

We do not choose between them, nor decide ’which should 
be treated in which way. We do provide measures to 
identify the position a funded co-operative occupies 
on the spectrum between these two categories. It is 
for the Government to decide 'cut off points' if on r 
analysis is accepted. 

E videnc e Conclusions on the Funded Co-operative 

Definitions and Assumptions. 

Individual Co-operatives Reports Sections 4.5, and a . 

Recommenda tion The analytical and conceptual tools provided should be 

applied in the formulation of policy on support Programs. 
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CONCLUSIONS ON THE CONCEPTUAL FRAMEWORK Continued,, 


1, Findings Co-operative principles emphasize complete member 

ownership and control. One cannot have control if 
an external organisation can Influence or impose 
decis ions. 


Evidence Definitions and Assumptions. 

Funding Committee role in Policy Options 
and Individual Reports on Co-operatives. 


R ecommendation s Establishment of a Worker Co-operative Development 

Agency and Common Ownership Fund on lines already 
adopted in N„S,W. (Referred to, in brief, as WCDA or 
COF) . 


2. Findings From the evidence seen we conclude 

a. Many co-operatives attempt c ollective deci sion-taking 
on policy, executive and work organisational levels 
all at once. This goes well beyond any single 
industrial democracy model operated by any other 
than very small, very atypical organisations or 

ones enjoying the luxury of economic ci rcumstances 
which allow them to indulge in cultural 
experimentation . 

(Not many in today's harsh economic climate). 

b . Decision-making is considered as one subject, 
despite the fact that the nature of the decisions can 
alter the process as to how the decisions could or 
should be made. Three levels need to be recognised, 
policy, executive and work organisation. 

c. A futher conclusion is that smaller amounts of 
increased participation, involvement, or opportunities 
for a stake in ownership and work organisation, are 
more readily attainable, would generate greater 
satisfaction and benefit for a vastly greater number 
at marginal costs, relative to the numbers affected. 
This is a policy issue deserving of attention and on 
which constructive ideas can be advanced but which is 
not within the scope of the current Report. 


Evidenc e General industrial consulting experiences over 15 years. 

Academic and business readings. 

Definitions and Assumptions. 

Conclusions on Funded Co-operatives. 

Individual Co-operatives Reports. 
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CONCLUSIONS ON THE CONCEPTUAL FRAMEWORK Continued., 


2. Recommendations It is inconsistent with what we have said about 

independent ownership and control to impose any views 
on funded co-operatives. However, those funded 
organisations attempting a collective approach should 
be aided to make better informed choices, by provision 
of knowledge as to the nature and types of decisions 
in a business enterprise, the processes of decision- 
making; the plus and minus aspects of particular 
ways of operating and how to cost their own use of time 
to teach them to think in economic terms and make 
'industrial democratic ' decisions about the use of time. 



3 . 


Findings 



Not every organisation labelled a "co-operative 15 is 
one; in terms of the correct definition of a 
co-operative. 

Attention must be built to the true nature of an 
organisation according to the priority it attaches 
to particular aims as the priority of the aim can 
radically change the role, nature and function of 
the organisation. 



Evidence 


Conclusions on Funded Co-operatives. 
Individual Co-operatives Reports. 


Recommendations Programs should fund by actual not professed nature. 




4 . Findings 


Hidden subsidisation of third parties, (i.e. not 
member/ owners or workers in the co-operative) 
normally customers or suppliers f can be an indicator 
that priority is attached not to co-operative 
principles of self help for members but to acting 
as an aid distribution agency for those third parties. 








Evidence Definitions and Assumptions. 

Conclusions on Funded Co-operatives. 
Individual Co-operatives Reports. 


Re commendation s 1. Hidden subsidisation has no place in a Program aimed 

at encouraging correctly defined viable 
independent co-operatives . 

2. Social organisations in sub-optimal situations 
with a priority aim of subsidising third parties; 
should be in a separate Program, have cost 
minimisation, benefit maximisation policies and 
guidelines applied to them, The subsidies should be 
overt, recognised, justified politically and 
administratively, measured, controlled and ideally 
directed or paid to the beneficiary and not the 
intermediary. 
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CONCLUSIONS ON THE CONCEPTUAL FRAMEWORK 


Con tin ued. 


5. Findings Economic viability is a term which cannot he described 

of itself but can be described in terms of 
* indicators 1 or sets of conditions which exist when 
vi ah 1 1 1 L v i s a c i i i e ve d o r a c h i e v ab le . S u c h " vi obi 1 it y 
criteria" nave been derived and can be used to identify 
P rosy e c t ■ s eo>- x 1 iii ci 1 1 1 gs r as sens fcn sir po i en 1 1 a i t rno n 1 1 o i 
t h e .1 i r > ro cj re s s , i le 1 p t o set p r og r am qu i defines . 


Evidence 


De f i m c x on s and Ass amp t ions - Sect i on on Vi ah i 1 i t. v 
C.r i t e r i a , 

Ap p li cation .1 n a 11 I u d i v i d u a 1 Re pc r t s . 


Re commen d at i on 


Vi c.ib i 3. i t / c r 1 1 e : i a s * 10 u 1 d be used t o : - 
set ? r o q r a m g u i. d e lines* 
i den t \ i y p r o s p- e c t s f o r f u n d i n q 
a s s e a s 1 1 no p r o up e c t ' > po te n t i a 1 

monitor Funded organisations progress in tin- Program, 


I ndu s t r i a 1 IX: rno e r a oy 


6 * Fin c lings The s e ct io n of de i i n 1 1 ion s deals w i. th the f a 1 1 a cy o f 

u sing t his t c t: ) n to de scri be an ope n - e n d e d si t ear i r >n 
where continued subsidisation from a third party, the 
Government , relaxes the normal constraints and hard 
choices that constitute decision-making for industry 
and commerce 


Our conclusion is that not too many lessons on 
industrial democracy can be drawn from the currently 
funded co-operatives because of the lack of comparability 
of situation. However, there is strong evidence of the 
participants conviction that open management generates 
morale * motivational and job satisfaction rewards. 

The transfer to industry of lessons from this Program 
is potentially small. Many of the views articulated are 
already embodied in better working examples in 
con ve n t i o n a 1 i a du s fc ry . 


Evidenc e Definitions and Assumptions 

Co n clusi on s o n Fun de d Co -operati ve s 
Evaluation of Program, Validation of Program. 


Re co mme n d a ti o n Continue to support Worker Co-operative Development 

P u r s ue 1 e g.i s 1 a t i ve an d other ge ne r a 1 app r o a ch e s . 
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CONCLUSIONS ON THE CONCEPTUAL FRAMEWORK Continued. , 


Industrial Democracy 


7. Findings This does not negate the importance of efforts to improve 

industrial democracy and a second conclusion is that 
there is ample scope for continued improvement in the 
organisational environment of industry and commerce 
through such other influences as 

Legislation 

Education (all levels) 

Trade Unions 
Training 

Health, safety and welfare 

Quality and productivity improvement 


E vidence General industrial consulting experience over 15 years. 

Business Academic and readings. 


8. Findings Whereas the bulk of industrial and commutciul ^rnpujyees 

~~ would be in organisations with some functional split 

of the following kind 

board - policy decisions 

executives - management implementation of 

policy decisions 

supervisor/worker - work organisational decisions. 

the funded groups are so small as to telescope all 
these into a confused picture and misunderstand this to 
be sophisticated, would be •industrial democracy'. 

Evidence General industrial consul tan cv experience* 
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CONCLUSIONS ON THE CONCEPTUAL FRAMEWORK 


Continued * r 


9. Findings 


Evidence 


Funded co-operatives have not been of a nature or 
sophistication to come to terms with 

functionally different levels of decision 
making that larger work organisation demands 

- the generation of leadership without the 

emergence of leaders and de-facto hie rarebit: a 
authority. 


Individual Reports ; 
Ministry files. 
Interviews . 
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EVALUATION OF THE PROGRAM 


Overall Conclusions 


1 « Findings 


Evidence 


C. M. R. 

Recommendation 


a. The Program objectives were sound in pri nciple (but were 
formed in too general terms.) 

b. We conclude that the time has come to end the experiment a 
phase, to draw a clear distinction and to re~c3efjne a 
Program or Programs with clear guidelines to embrace 
chosen options. 


a. Cost Benefit Analysis 
Conclusions on Funded Co-operatives 
Definitions and Assumptions 
Individual Co-operatives Reports, 

b. Individual Reports 
Validation of the Program 

Co-operatives Progress and Nature of Funded 
Co-operatives . 

Lessons from N.S.W. Co-operatives Development 
Assistance Programs. 


Policy Options 

A. Briefly, we concluded that in the light of positive 
indications from the Cost Benefit analysis, even on 
the wholly inadequate time span of one year of elapse 
time, that a closure should probably be rejected. 

In our view there are enough grounds for continuance ; 
provided key messages on economic viability, cost 
minimisation and benefit maximisation are pursued. 

B. We do not feel that continuance of the Program in 
it’s current form, is an option to be given support. 
In fact, the funded organisations individual reports 
will reveal potential pitfalls that will or could 

be encountered if the current under- resourced approac 
is pursued. Nothing will discredit the idea of 
worker or community based co-operatives faster than 
some failures early in their development. We do not 
see the Ministry as being equipped with the 
necessary business skills, nor do we see supervision 
of a string of small businesses as an appropriate 
role for a Ministry. 

C. Our recommendation is to reshape and continue on a 
better resourced basis. 
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EVALUATION OF THE PROGRAM 

Overall Conclusions 

2 . Findings 

E vidence 

C.M. R. 

Recommendation 


Continued. , 


Objective One. "To establish viable, new small-scale 
business enterprises or employment-generating 
modification to existing businesses, through work 
co-operative ventures"; This is a desirable aim but 
the term ’work co-operatives* is too loose. It needs 
definition. 


Conclusions on Funded Co-operatives- 
Section 5 to 13 and tables ’’The Nature of 
Funded Co-operatives” : "History of 
Funded Co-operatives”. 

Viability aim: 

Tables "Co-operatives Progress” 

"Economic Viability measured by Break Even." 


We recommend that clear distinctions be made between 

i. Worker co-operatives (worker-member owned and 
controlled) . 

ii. Community backed co-operatives { community -member 
backed or controlled) ? serving a socially viable 
purpose . 

iii . Consumer* co-operatives (of which there is currently 
one in the Program) . 

iv. Funded organisations that have a good case for 
Government support but do not best fit within 

this style of Program. This is because they attach 
different priorities to rather similar sets of aims 
These differences of emphasis have significant 
consequences and require different support 
activities. Social aims and viability as an aid 
distributor need to be addressed by setting new 
policy guidelines but may or nay not be in this 
Ministry’s ambit. 

v. Employability enhancement/ job creation schemes. 
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EVALUATION OF THE PROGRAM Continued 


• t 



0 ve rail Con elusions 



3 . Findings 










Evidence 




Objective Two. "To enhance the effective integration 
of the training and social resources required to provide 
for the longer term viability of work co-operatives." 

Objective Two is so generalised as to leave one guess ina 
the true interpretation. We take it to refer to all 
aspects of support to the Program. 

S uppo r t Resource s 

We consider that the nature and calibre of support 
resources provided to the Program from the Ministry, 
Business Advisor and Education and Training Unit have 
been very insufficient. They fall well short of the 
standard we judge to be necessary to lift recently 
forme*; 1 / st ruga 1 i ng new businesses in co-oporatj ve form f«.> 
economic and or social viability. 

Our conclusion in that unless practical/ 
successful businessmen of line experience* are us^d to 
assist the co-operatives to learn about running the 
business side of the co-operative, their progress will 
be severely handicapped/ i f not jeopardised. Font rinuan co- 
on the current basis we see as having political, 
organisational and financial risks for the Ministry. 


Summary of Conclusions and Recommendation on Funded 
Co-operatives . 

Considering the time involved and money expended to datr, 
the results are disquieting in terms of relatively slow 
progress in tackling such issues as 

The low element of accumulated investment, as opposed 
to funding of current expenses shown in the accounts 
of the Program. Table A in Cost Section of Cost 
Benefit . 

Business management skills and financial understanding 
are low in the co-operatives and in relative terms 
are not strong in Program support and administrative 
staff. The level of realism di sol aved bv co-ooerativ 
is often accentuated by limited potential to acquire 
skills. The support services have had little impact 
even given their limited time in existence. 

See Individual Reports. 

Some co-operatives do not have a basic competency 
in the technical skills of the trade they have chosen. 
See Individual Reports. 
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EVALUATION OF THE PROGRAM Continued., 


Overall Conclusions 


3* Evidence 

Continued. , - Money spent on external consultancy and advisory 

services (legal, accounting, marketing etc) , has 
not in our judgement been well spent or effective. 

Against this background only a considerable upgrading 
of business skill can contribute to overcoming these 
inherent problems. 

Against such a background it is very doubtful if one 
can expect a return within three to five years, far 
less a shorter time. 

Validation of Program; 

Conclusions on Funded Co-operatives; 

Individual Reports , 

C.M. R. 

R ecommendation An alternative might be 

"The Program will aim to identify the short and long 
term requirements for support wanted or needed by the 
co-operatives and mobilise effectively the resources 
at its disposal, (direct and indirect) , to maximise 
their effective and efficient use; to achieve more 
benefit to the co-operatives at least cost achievable, 
consistent with the desired timing and quality of results. 

The recommendation is that these resources be 
provided in the form already adopted in New South Wales 
by a Worker Co-operative Development Agency, Development 
Fund and the use of business experienced key staff. 


4. Findings Second Part of Objective One. "It was hoped that these 

ventures might thereby lead to 

Improved economic well-beinq and social conditions for 
those unemployed facing difficulties in entering or 
re-entering employment, and enhanced employability for 
participants generally ; " 

As regards the issue of employability enhancement we 
believe that some interesting ideas emerge from some of 
the funded co-oper at ives , which tie up with experience 
in N.S.W. and overseas. 
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EVALUATION OF THE PROGRAM 


Continued. , 



Overall Conclusions 



4. 


Continued. , 
Evidence 


Lessons from N.S.W. Co-operative Development 
Assistance Program. 

Employability Enhancement Section of 
Policy Options f Development of Alternative 
Structured Programs . 


C.M.R. 

Recommendation 


Policy Options Proposed W.D.C.A. and C.O.F 




5. Findings The secondary parts of Objective One are apt but 

the significance of the use of unused or under 
utilised resources should be seen as a relatively 
lower level issue. 


£vi dence Individual Reports Sections 3,4 

Policy Options; Employability Enhancement 
Section . 


C.M. R. 

Recommendatio n Access to resources should be established as the 

priority element in determining the nature and scope 
of aid to unemployed persons through employability 
enhancement/ job creation schemes. (This subject is 
outside the scope of the Report brief so it is not 
developed further) . 
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VALIDATION OF THE PROGRAM - Overall Impact 


1. Findings Did the Program achieve its objectives?' 

If we look to the cost benefit analysis, the results 
are hard to judge as yet. A normal pattern of events 
is for benefits to accrue at an increasing rate over 
a number of years following an investment; with the 
largest benefit amounts in the later periods. 

Here we are measuring the results virtually with .n a 
year of making the investment and the returns 
correspondingly understate the likely outcome given 
longer time to accrue. 

Nevertheless, the GDP has. 

Kept in being a significant number of jobs. 

Created direct and indirect additional full-time 
part -“time and casual employment for a smaller number 
of persons. 

Generated greater economic activity. 

Kept a sizeable number of persons and their 
dependents in economic circumstances at least 
above a line where they would otherwise have 
become a potentially heavy cl arge on social service 
of all kinds. 

Generated direct and indirect tax income for 
Federal and State Government. 

On the negative side, the choice of projects has not 
been strong in creating new business as opposed to 
competing with established businesses. 

The standard of business skills developed is low and 
the result could potentially have been made greater had 
a higher calibre of support resources (not money) been 
provided. 

We have commented on the progress to viability of the 
individual co-operatives. A number are well on the way. 

A number are struggling and some never set out to achieve 
it or did so in unproductive ways. We believe that the 
proportion making progress could be increased with proper 
support and more business oriented attitudes. This does 
not imply any shift away from co-operation properly 
defined. It does imply a shift away from dependency. 
Future results will hinge largely on whether this policy 
issue is addressed and how effectively it is implemented , 
assuming it is taken up. 
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VALIDATION OF THE PROGRAM - Overall Impact 


Continued* , 


1. Continued. , 

Evidence Cost Benefit Analysis Section, Sub-sections 

Benefits Tables J , K 
Benefits Tables K 
Tables G, H 

Tables J & K Individual Reports Section 4. 

Tables L,N in Benefits 
Table B in Costs. 

Table M and Individual Reports, Sections 4 an! t. 
Individual Reports Section 6 and 7. 

Discussion of dependency in Definitions and 
Assumptions . 

C - M, R. 

Recommendation These results reinforce our recommendations to pursue 

reshaped Programs with the more promising economically 
viable co-operatives in a W.D. C.A. framework and to 
continue a second Program only for those co-operatives 
of ’social* nature judged worthy of continued support 
(i.e. community oacked co-operatives and the one 
consumer co-operative). The results on employability 
enhancement/ job creation exercises, Geelong, Staveli am 
Ballarat warrant further studies along the linen set 
out in Policy Options. 


Administration and Funding 


Findings This has caused considerable difficulties to the 

organisations the Program sets out to help. 

At the core of the problem is a conflict between the 
short term disciplines, constraints and horizons 
imposed on any bureaucracy and the fact that aiding new 
business start-ups, of any organisational nature, 
ideally requires consistency, long time horizons, 
flexibility of response to needs, provision of aid and 
long term funding as dictated by the timing required by 
the recipient body and not by the machinery of a large 
bureaucracy geared to short term budgets and 
(theoretically at least) no guarantees of future supper 

All this amounts in our view to a strong conclusion 
that aid direct from the Ministry is inappropriate as a 
long term option. 
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VALIDATION OF THE PROGRAM - Overall Impact Continued., 

2. Evidence Evidence from Ministry files on Co-operatives. 

Attendence at funding Committee Meetings by 
consultants. 

Individual Co-operatives Reports Section 2,3,4,.* 
Open Meeting with persons from funded Co-operatives. 


C.M.R. 

Recommendation Creation of a Worker Co-operative Development Agency 

and Common Ownership Fund as set out in more 
detail below. 


Dependency Creation 


3. Findings The degree of dependency on Government funds has been too 

great and may continue if allowed to do so. Too much 
stress has been laid on grants (including loans with a 
moratorium on interest) . Instead, interest bearing 
loans on favourable terms should be used. (The 
significance of this difference is best seen by looking 
at N.S.W. experience) . 

The lack of grasp of viability issues by co-operatives 
has been compounded by the nature, level and structure 
of support services. 

As regards skills in co-operatives, the results have not 
been as good as could have been achieved had business 
skills been seen as a basic necessity on which to build 
a co-operative approach rather than, as seen by some, 
alien ideas to be rejected. 

The supposed hostility of the business scene is a 
problem of two derivations 

1. Co-operatives, by their very structure, have equity 
base problems.. In turn this causes them to run into 
difficulties when approaching financial institutions 
who apply the normal rules of looking for security. 

It is not that they apply stricter or different 
rules, just that co-operatives have a stiffer task 
to face in meeting them. 

2. The second issue is one of perception, defensiveness, 
alienation and defeatism by those who found 
co-operatives, often as a reaction to harsh experience 
in unemployment or the regular workforce. In our 
view, they tend to project their feelings on to 
others and expect attitudes or reactions that do not 
exist or are not nearly as strong as they think. 
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VALIDATION OF THE PROGRAM 


Overall Impact. 


Continued. , 


3. Evidence Cost Benefit Ami lysis; Table A 'The lessons from 

N.S.W. etc'. 

Individual Reports; Section 3. 

Ministry Files. 

Individual interviews with co-operative members 
in all 19 co-operatives. 

Equity capital issue discussed in Lessons from 

N.S.W. 

Interviews with individuals in co-operatives. 

Attendance at funding committee meetings. 

Observation contrasted with operational, experience 
of general consultancy. 


C.M. R. 

Recommendation A Co-operative Development Agency shoal.] U. ; u; : 

the following principles mirroring those adopted i s 
New South Wales 

A 1 con t r a c t u a 1 r e 1 a t i on s h i p * w i t r ; t; h e Mi met; r v 
guaranteeing; 

adhe rence to co-oper at i ve p r i n c i p 1 os , 
a pro-active promotional role, 
non-interference and no political influences 
on decision-making; to al low the Agency to 
pursue its set of aims undisturbed, 
funds to discharge its obligations on a long 
term development basis not subject to short 
te rm b ure aucrat i c req u 1 remen t s . 

A Common Ownership Fund is also recommended (on much 
the same lines as New South Wales) , to solve the 
frequent problem, of co-operatives by the provision of 
access to finance from a sympathetic organisation 
with revolving funds which are provided solely as loan 
on favourable interest and repayment terms and or the 
basis of skilled assessment of economic viability. 

We recommend that the role of the funding committee of 
such an Agency and the role of support staff is to avo 
dependency creation whilst encouraging independent- 
worker owne r/man age merit to progress to early viability 
Thus finance and advice are provided with mi mi mum 
intervention. This provision of help without accrual 
of de-facto authority, influence or control is a '-ruci 
skill which is difficult but achievable. 

We advocate the use of the viability criteria as a 
multi-purpose aid to decision talcing but emphasise Lha 
they must be applied using insight from persons of 
proven business success in a flexible way. They 
are not a set of rules that can be aprlich : u an 
arbitrary mechanistic way. 
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VALIDATION OF THE PROGRAM - Overall Impact. Continued. 


3. C.M.R 

Recommendation 

Continued, These viability criteria are 'indicators* that 

can be used for:- 

identification of potential in an organisation 
seeking funding, 

establishing guidelines for any funding committee, 
monitoring progress towards economic viability, 
minimising resource usage by those organisations 
aiming at socia l viability. 

The auspice of the Worker Co-operative Development 
Agency and the Common Ownership Fund could be : - 

The Co-operative Federation of Victoria. 

The Small Business Development Corporation. 

As an independent Foundation. 

We discount the Ministry itself as a possibility 
because of all the dependency creation arguments 
advanced elsewhere and the inappropriateness of 
the holding company role for the Ministry on a 
long term basis. 

Our recommendation is that the auspice should be the 
Federation 

a. It is the natural link if economic viability is 
accepted as the priority aim. 

b. Old and new, style co-operatives do have many 
issues in common and a dialogue is desirable on 
differences. 

c. There is a financial framework established which 
can be used to back the Common Ownership Fund. 

d. There would be a degree of 'synergy* instead of 
proliferating organisations. 

e. The Small Business Development Corporation is the 
main alternative (advocated in Labor Party policy) . 
The disadvantages; the problems of lack of a bank- 
ing framework and political issues of funding co- 
operatives and not other small businesses. 


4. Findings Business Advisor and Education and Training Unit. 

We were asked to assess their role, contribution and 
impact, bearing in mind the date of their appointments 
in the Program and operating constraints. A significant 
factor is their dispersed location and attachment to the 
different organisations (The Co-operative Federation of 
Victoria and VOC respectively) . 

Having said that, there have not been the resources to 
provide policy leadership, guidance and supervision to 
concentrate effort where best required. 
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4. Findings 

Continued. 


Evidence 


C.M.R. 

Recommendation If our proposals are accepted, or if a Program or 

Programs continues under Ministry direction we see the 
need for ; - 

1. An integrated approach with a unified service 
operating from one location from an independent 
organisation. (We propose the Worker Co-operative 
Development Agency) . 

2. A shift in emphasis and an upgrading of calibre of 
staff is required to meet a more exacting standard 
set by more strictly defined Program guidelines. 
This would place greater emphasis on guidance from 
persons of business success accomplishment. 

In this area the guidance must come from those who 
have been a success in the hardest aspects of 
building a new enterprise. 

3. Use could be made of the WCDA resources to service 
any Program for 1 social 1 , sub-optimal co-operatives, 
perhaps on a 'fee for use' basis. 
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The current calibre and balance of these support 
services is not adequate and we cannot envisage it 
becoming adequate to the much higher standard of 
operation we propose. 

That is not to say that the persons have not been 
well motivated, hard working and effective in the 
chosen parts of their role. 


1. Two members have cumulative experience in work 
of over 25 years. 

2. Continuance of the Program in experimental format 
to the current time with no significant impact on 
policy guidelines, assessment and monitoring methods, 
development of tests of viability. Also, lack of 
development of identified training needs, training 
plans, implementation programs. 

3. Evidence in Conclusions on Funded Co-operatives 
and in Individual Co-operatives reports that 
co-operatives have been allowed to continue with 
inadequate accounting and systems; unrealistic 
projections and in some cases failure to identify 
or solve major crises, e.g. Loch Ard and Mary- 
borough. 

4- As to emphasis on chosen parts of their role, the 
submission by the Education and Training Unit 
proposes to begin doing what should have been 
done from the start. We question their capability 
to do so as they lack essential training and 
experience . 
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